
M
A

S
T

E
R

 T
H
ESIS

Master’s Program in Strategic Management and Leadership, 60 credits

A Municipality Management’s Guide to Growth
Strategy

A study on how Management in Municipality
Influences Population Growth

Frida Gudmundsson,  Philip Jacobson

Master thesis in Strategic Management, 15 credits

Halmstad 2015-05-20



 
 

Halmstad University   2015-05-20 
School of Business, Engineering and Science 
Master’s Program (one year) in Strategic Management and Leadership 
Master thesis in Strategic Management, 15 credits 
Spring 2015 

A Municipality Management’s 
Guide to Growth Strategy 

 
A study on how Management in Municipality Influences Population 

Growth 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Supervisor: Ingemar Wictor 
Examiner: Anders Billström 
Authors: Frida Gudmundsson 890620 

 Philip Jacobson 921109 
 
 



 
 

Preface 
 
We would like to thank the persons who made this dissertation possible: our supervisor, our 
respondents, and our dissertation group. Our supervisor, Ingemar Wictor, has given lots of advice 
in the subject, the respondents have contributed with their participation and their view of the 
social world, and lastly, our dissertation group have given criticism and helped us during the 
process of this dissertation. 
 
 
 
May 2015 
 
 
 
 

  
Frida Gudmundsson  Philip Jacobson 
  



 
 

Abstract 

 
Title: A municipality management’s guide to growth strategy. 

A   study   on   how   management   in   municipality influences 
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Research question: How does management in a municipality formulate and implement 
strategies to increase population growth? 
 

Purpose: Since there is an absence of knowledge in how management in 
municipalities can formulate and implement strategies to influence 
population growth, the purpose of this study is to enhance the 
understanding of this specific phenomenon in the unique context. 
Accordingly, to develop a model that concerns how population 
growth might be achieved with help of management and strategy. 
Thus, creating a framework which can help management in 
municipalities to be aware of how they might work to increase the 
municipality’s population growth. 
 

Target Group: Managers and Politicians. 
 

Methodology: Qualitative Research with an abductive approach. 
 

Results: To increase population growth, strategy and management are both 
essential. We found that the two municipalities work in different 
ways. It is believed that these different ways are due to different 
political interests. Therefore, it is indicated that it is important with a 
clear political direction, as the politicians set the vision and the goals. 
Then it is up for management in a municipality to formulate and 
implement a strategy to achieve the goals and vision. Accordingly, 
the political view is more or less determining how engaged 
management can be in achieving the goals and vision. 
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1. Introduction 
In this chapter the study’s problem background and problem discussion are presented. 
These two have funneled out a research question. The purpose, delimitations and 
definitions are also presented.  

1.1 Problem background 
Since 1990s, Swedish municipalities have been prone to follow the ideas of new public 
management (Bäck, 2003). Public organizations are more bureaucratic structured in comparison 
to new public management, which implies that public organizations should be more 
entrepreneurial and profit- and market-driven (Hughes, 2003). Thus, implying a reduced role for 
government and decentralization of it (ibid.). Consequently, it is said that new public 
management contributes with economic, efficient, and effective advantages for public 
organizations (Hughes, 2003; Polidano, 1999). 

 
However, with a world that is becoming more advanced and developed, people are demanding 
higher quality of welfare (Finansdepartementet, 2008). In a report concerning municipalities it 
is stated that, municipalities need to grow in order to keep up the quality of service and welfare 
and to not suffer the consequences of a decreasing population (Syssner, 2014). Still, numerous 
municipalities are experiencing a decreasing population (SCB, 2014; Syssner, 2014). It is 
mentioned that municipalities with decreasing population, will suffer from decreasing tax income 
(Syssner, 2014). Therefore, it has become problematic for these municipalities to keep up the 
quality of service and welfare (ibid). A consequence of a decreasing population is that houses 
will be empty and problematic to sell, and local stores will have problems reaching profitability 
(ibid). Service suppliers such as banks, healthcare etc. will close due to a lack of customers, the 
same will go for schools if they do not have students (ibid).    

 
Municipalities with decreasing population regard this problem as a political failure (Syssner, 
2014). Accordingly, Bäck (2003) found that new public management encountered problems 
while interacting with politics and that the encountered problems were due to different politica l 
interest in the common good of a municipality. Instead of dealing with the problem, many of the 
municipalities with a decreasing population are taking measures to adapt to the municipality's 
organization and operations for the new conditions concerning a decreasing population (Syssner, 
2014). At the same time it seems that there has been a lack of strategic use in public organizat ions 
with a negative growth of the population (ibid.).  

1.2 Problem discussion 
It is stated that there have occurred organizational changes in municipalities with the aim to 
become more business-like. It is argued by Jansson and Forssell (1995) that public organizationa l 
changes, during the past decades, have depended on factors such as economic realities, different 
trends, and assumptions of how municipalities might prosper if they imitate the private sector 
(ibid.). It is claimed that municipalities can achieve a more business-like organization if they 
improve services and effectiveness where services is their task and effectiveness, the basic norm 
(ibid.).  

 
Earlier research found that public organizations should adapt and learn from private 
organizations in order to improve their work in various ways, for instance being more efficient, 
effective, as well as to formulate strategies on how to achieve these aspects (Rainey, 2014). 
Syssner (2014) found that there has been a lack of strategic use in public organizations with a 
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negative growth of the population. Heyer (2011) also found that public organizations lack a clear 
strategy and goals. Accordingly, we find that there is a knowledge gap on how public 
organizations work with strategies and how to become effective and efficient, also on how to 
achieve goals. Therefore we argue that this needs further research. 

 
It is stated that new public management aims to make public organizations work more similar to 
private organizations (Bäck, 2003). Thus, in private organizations it is advised that competitive 
advantage is needed in order to grow and survive (Ortiz-de-Urbina-Criado, Guerras-Martin & 
Montoro-Sanchez, 2014; Chen, Zou & Wang, 2009; Chadwick & Raver, 2012; Kotter & 
Schlesinger, 2008; Pugh & Bourgeois III, 2011; Gilad, 2011; Mascarenhas, 2013). In order to 
achieve competitive advantage one must design a suitable strategy for the specific market 
condition (Martos-Partal, 2012; Jackson, 2007). It is indicated in previous research that public 
organizations can be competitive and offer better goods and services, where the source of 
competition might derive from its properties and where the properties are located (Granberg, 
2008). Competitiveness is often achieved by redeveloping properties into industrial and housing 
sites, thus bringing in more business and people (ibid). Granberg (2008) further states that a 
central problem, and an advantage for municipalities is how their economic growth affect the 
development, since an increasing population requires that the municipality takes responsibility 
over its resources and uses them in an effective direction. Thus, we find that there is a knowledge 
gap in how a public organization can develop competitive strategies to influence their population 
growth and thus survive. This is indicated by Syssner (2014) who considers that public 
organizations should develop strategies in order to grow and not suffer the consequences of a 
decreasing population 

 
Previous research has explored the effects of new public management. Bäck (2003) found that 
new public management encountered problems while interacting with politics. However, 
previous research has not investigated beyond the problems while interacting with politics. As 
Bäck (2003) argues, in order to implement new public management it is important to reject the 
rivalry and struggles with politics, which also is implied by Sarker (2006). We find that it is 
important to have in mind that management in municipalities must adapt to the political goals 
and reject the rivalry and struggles with politics in order to attain the effects of new public 
management.  

 
We argue that strategies and management are essential for public organizations to achieve 
population growth and not suffer the consequences of a decreasing population. Accordingly, as 
before mentioned, there are knowledge gaps in how public organizations work with strategies 
(Rainey, 2014; Syssner, 2014; Heyer, 2011), how a public organization can influence its 
population growth with competitive strategies (Granberg, 2008; Syssner, 2014), and lastly how 
rivalry and struggles with politics can be rejected to become effective and efficient (Bäck, 2003; 
Sarker, 2006). Consequently, in this study we have chosen to apply a framework from the field 
of business administration on public organizations. The reason for this is to study if and how 
management in public organizations works with strategies to influence population growth, from 
a business administration perspective. The knowledge gaps and reasoning funnels down to the 
following research question:   

1.3 Research question 
How does management in a municipality formulate and implement strategies to increase 
population growth? 
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1.4 Purpose 
Since there is an absence of knowledge in how management in municipalities can formulate and 
implement strategies to influence population growth, the purpose of this study is to enhance the 
understanding of this specific phenomenon in the unique context. Accordingly, to develop a 
model that concerns how population growth might be achieved with help of management and 
strategy. Thus, creating a framework which can help management in municipalities to be aware 
of how they might work to increase the municipality’s population growth.  

1.5 Delimitations 
This study only focuses on two neighboring municipalities who both wish to increase population 
growth. Accordingly, we believe that management and strategy are needed to achieve growth; 
hence these parts are of focus in this study.  

1.6 Definitions 
The definitions without references are based on our assumptions. 
Brand image: The perceived value of a product or service. 
Efficient: Doing things in an optimal way, for example doing it the fastest or in the 

least expensive way. 
Effective: Doing the right task, completing activities and achieving goals. 
Growth: Growth is in this study referred to population increase. 
New public 
management: 

A concept of management that would be the same in public sector and 
private business, also known as generic administration (Bäck, 2003). 

Strategy: Strategy is about planning on how to achieve a specific organizational 
goals (Henry, 2011) 

Table 1: Definitions 
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2. Framework 
The following chapter will present the theoretical framework of this study. The framework 
is divided into three main categories such as Strategy, Management and Growth. At the end 
of the chapter, we present a Growth Matrix which is developed from the framework. 

2.1 Strategy 

2.1.1 Analyzing and formulating 
A vision is used to guideline an organization and its strategy. An organization’s vision is often 
used to describe what an organization wants to achieve in the future, and why it exists (Cady, 
Wheeler, DeWolf & Brodke, 2011; Henry, 2011). Hence, a vision does not change over time, as 
goals and objectives do (Henry, 2011). Accordingly, the vision should be incorporated in the 
strategy that an organization has formulated (Cady et al., 2011; Henry, 2011). The vision can 
help to guideline and motivate the employees in their daily work towards the organization’s goal, 
which derives from why an organization exists (Cady et al., 2011; Andersson, 2003; Henry, 
2011). Therefore, it is important that an organization’s vision is influenced into the employee's 
goals and values (Henry, 2011). 
 
Strategy is about planning on how to achieve a specific organizational goals with current 
resources. Henry (2011) proposes that a strategy is how an organization uses its interna l 
resources and capabilities to cope with the external environment. Thus, strategy is about how an 
organization intends to achieve its goals using its resources and capabilities (ibid.). Therefore, 
by analyzing and formulating strategic actions that have impact on both a current and a future 
position, organizations might achieve competitive advantage (Pugh & Bourgeois III, 2011; 
Gilad, 2011; Mascarenhas, 2013; Henry, 2011). 
 
Organizations should formulate their strategy from their current resources and capabilit ies. 
Therefore, an organization should evaluate its strengths, identify their weaknesses and visua lize 
their opportunities and threats (Pugh & Bourgeois III, 2011). If an organization evaluates its 
strengths and weaknesses with the industry’s opportunities and threats, an organization might 
find ways to improve its current market position (Pugh & Bourgeois III, 2011; Mascarenhas, 
2013; Henry, 2011). 

 
2.1.2 SWOT 
SWOT-analysis is suggested to offer awareness of what an organization can do with its current 
resources and capabilities (Porter, 1980, 1996). By evaluating promising and unpromis ing 
internal and external factors, management can increase the understanding on how strengths can 
be used to recognize new opportunities and how weaknesses and threats can slow progress 
(Helms & Nixon, 2010; Koo, Chau, Koo, Liu & Tsui, 2011). If done correctly, an organiza t ion 
can use the information from the SWOT-analysis to formulate strategies that might give an 
organization competitive advantage (Koo et al., 2011). 
 
Internal strengths and weaknesses are factors (i.e. resources and capabilities) the organiza t ion 
itself can control (Porter, 1980, 1996; Helms & Nixon, 2010; Koo et al., 2011). In order to know 
what a strength and weakness is, it is suggested that the internal factors should be evaluated on 
how they are performing (Helms & Nixon, 2010; Koo et al., 2011). Accordingly, well-
performing factors are known as strengths, and not well-performing factors are weaknesses 
(ibid.). Morris (2005) suggests that if an organization do not maintain and develop its strengths, 
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they might become weaknesses. 
 
External opportunities and threats are factors referring to political, economic, social and 
technological factors that are influencing and changing the organization’s external environment, 
thus it is influencing all organizations in a particular industry (Porter, 1980, 1996; Helms & 
Nixon, 2010; Koo et al., 2011). External factors that might give an organization advantage are 
known as an opportunity, but factors that can harm the organization are known as a threat (Helms 
& Nixon, 2010; Koo et al., 2011). An organization needs to evaluate the external factors with 
their internal factors in order to know how they might affect the organization (ibid.). Morris 
(2005) mentions that if an organization does not act upon an opportunity, the opportunity might 
get implemented by a competitor and thus becoming a threat. Accordingly, a quick and effective 
act upon a threat can be converted into an opportunity (ibid.). However, if an organization acts 
upon a threat quickly, but not thought through, the threat becomes a major setback (ibid.). It is 
therefore suggested that an opportunity is mainly a positive way to solve a problem, not the 
problem itself (ibid.). 
 
Nonetheless, analyzing and formulating a strategy is not easy. As mentioned before, the SWOT-
analysis should offer awareness of what an organization can do with its current resources and 
capabilities (Porter, 1980, 1996). However, the SWOT-analysis is based upon how management 
perceives the organization’s strengths, weaknesses, opportunities and threats, thus what 
management perceives might be incorrect (Helms & Nixon, 2010; Koo et al., 2011). 
Accordingly, a SWOT-analysis requires time and inputs from different parts of an organiza t ion 
in order to be more correct (ibid.). Regarding the vision, it is important that an organization’s 
vision reflects the organization's true identity and is based on its capabilities and problems (Cady 
et al., 2011; Henry, 2011). If not, the vision will not motivate and guideline employees in their 
work, thus amounting to nothing (ibid.). 

2.2 Management 
2.2.1 Implementation 

Management has an important role within an organization. Management is frequently dealing 
with both internal and external challenges that might be progressive for the organiza t ion 
(Buckingham, 2005; Miller, Hickson & Wilson, 2008; Baum & Wally, 2003). Therefore, 
management needs to be engaged in the organization and the strategy that has been chosen to be 
implemented (Buckingham, 2005). When implementing a strategy it is up for management to 
identify the factors that mostly will contribute to the strategy (Miller et al., 2008). Elias (2009) 
argues that implementing strategies are common, but it is not easy. Implementing strategies are 
often problematic due to the fact that some employees might feel an interruption of their current 
situation (Kotter & Schlesinger, 2008). As personalities are different, employees will react 
differently and have diverse attitudes about a strategy implementation (Elias, 2009; Lines, 2005; 
Kotter & Schlesinger, 2008). 
 
Implementing a strategy is not easy. Management might encounter resistance from employees 
while implementing the strategy (Miller et al., 2008; Kotter & Schlesinger, 2008). Often, the 
resistance origins from that employees perceive the implementation different from management, 
they fear that they need to develop new skills or that they do not have trust in management (Kotter 
& Schlesinger, 2008). This is often due to lack of communication between management and 
employees (Buckingham, 2005; Miller et al., 2008; Stroh & Jaatinen, 2001). But, the 
implementation can also fail due to that management themselves do not have enough knowledge 
and skill in the strategy that they are implementing (Buckingham, 2005; Miller et al., 2008; Stroh 
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& Jaatinen, 2001). It is however argued that successful communications and its implications lead 
to a less difficult strategy implementation (Stroh & Jaatinen, 2001; Sheldon, 1997; Vakola & 
Nikolaou, 2005; Lines, 2005). How management earns trust varies and it depends a lot on their 
personalities, skills and knowledge as well as the type of communication that is chosen (Kotter 
& Schlesinger, 2008; Buckingham, 2005). Consequently, it is mentioned that a successful 
strategy implementation is based on management’s involvement as well as the organization’s 
receptiveness for it (Miller et al., 2008). 

 
2.2.2 Communication 
How a decision is being communicated has great impact on an organization’s progress. Everyday 
employees make decisions that in some way contribute to the strategy (Nielson, Martin & 
Powers, 2008). The decisions are often made based on the employee's’ self-interest and 
information given by management (ibid.). Consequently, communication is essential for a 
strategy to be successfully implemented (Nielson et al., 2008; Miller et al., 2008; Stroh & 
Jaatinen, 2001). Accordingly, it is essential that management also have a clear view of the 
strategy to avoid misinterpretation of it, so that the same interpretation of the strategy is 
communicated to the employees (Miller et al., 2008; Kotter & Schlesinger, 2008; Raupp & 
Hoffjann, 2012). Thus, communication within management is necessary in order to share 
knowledge and skill (Mazzei, 2010). However, communicating the strategy in a way that makes 
employees understand the strategy and its implications is one of the most difficult parts in 
implementing the strategy according to Sheldon (1997). Hence, it is important that information 
is directly communicated in all directions of an organization (Nielson et al., 2008). 
 
If the communication is fruitful, the employee resistance will be smoother and employee 
motivation should fall into place (Miller et al., 2008; Nielson et al., 2008). With information 
communicated directly throughout the organization it should result in that employees realize the 
effect of their day-to-day actions and decisions (Nielson et al., 2008). Accordingly employee 
decisions are rarely second-guessed (ibid.). However, Sheldon (1997) found that even the most 
successful organizations do not have adequate communications. 

 
2.2.3 Trust 
Trust between management and employees are vital. Management ought to earn trust from 
employees to create a well performing organization, and to minimize resistance from when a 
strategy is being implemented (Stroh & Jaatinen, 2001; Sheldon, 1997; Eisenstat, Beer, Foote, 
Fredberg & Norrgren, 2008; Morgan & Zeffane, 2010). Communication can function as a way 
to build trust between management and employees (Eisenstat et al., 2008). It is therefore 
mentioned that trust is gained through that management holds direct honest dialogues with 
employees and involves them in some of the strategy implementation decisions (Stroh & 
Jaatinen, 2001; Morgan & Zeffane, 2010; Garman, Fitz & Fraser, 2006; Mahajan, Bishop & 
Scott, 2012). By holding direct honest dialogues, management might also gain different 
perspectives in how the strategy is perceived by the employees (Mazzei, 2010). In order to have 
these types of dialogues it is important that management is communicating the same type of 
information to the employees (Miller et al., 2008; Kotter & Schlesinger, 2008; Raupp & 
Hoffjann, 2012). 
 
If the communication is done properly, trust between management and employees might be 
achieved, resulting in a smoother strategy implementation, thus creating a well performing 
organization (Miller et al., 2008; Kotter & Schlesinger, 2008; Raupp & Hoffjann, 2012). 
However, trust can easily be decreased or lost, in that logic, management should be aware of the 
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choices that they make (Garman et al., 2006; Morgan & Zeffane, 2010). As stated by Garman, 
et al. (2006) “Trust is not given or gained freely, employees will not trust management until 
management has earned their trust” (p.292). 

2.3 Growth 

2.3.1 Management 
Management must be committed to the strategy. Henry (2011) mentions that a strategy is useless 
if it is not communicated throughout the organization and correctly implemented. Therefore, the 
formulated strategy and the implementation of it must work together to increase the possibility 
of a successful strategy (ibid.). As management will eventually be accountable for the strategy’s 
result, their role should be to convince employees to follow the strategy (ibid.).  Therefore, if an 
organization wishes to grow, management must be committed to the growth strategy (Andersson, 
2003). This commitment can then be used to influence financiers and employees to also commit 
to the growth strategy (ibid.). 
 

2.3.2 Growth strategy 
Growth is often needed for organizations in order to survive. It is said that if an organizatio n’s 
goal is to grow, the organization needs to be more competitive compared with its competitors 
(Casadesus-Masanell & Ricart 2010; Porter, 1996, 1980). To be more competitive, it is needed 
to offer better goods and services than competitors (Armstrong & Green, 2007; Jackson, 2007; 
Ritz, 2008). Municipalities, for example, can be competitive, where the source of competition 
might derive from its properties and where the properties are located (Granberg, 2008). Also, the 
competitiveness might be achieved by redeveloping properties into industrial sites and/or 
housing sites, thus bringing in more business and people (ibid). In that sense organizations should 
design a suitable strategy for their specific market condition (Martos-Partal, 2012; Jackson, 
2007). Porter (1996, 1980) implies that an organization should design a strategy that is different 
from its rivals, in order to achieve competitive advantage and outperform rivals. Pugh and 
Bourgeois III (2011) proposes that competitive advantage is achieved by formulating a strategy 
that is focusing and ranging across multiple time periods. Therefore, organizations should 
develop strategies that are both analyze and action oriented (ibid.). 

 
2.3.3 Resources and capabilities 

Growth strategies require different resources, as well as they give certain advantages and 
disadvantages. Internally, growth strategy implies that an organization should develop and utilize 
its own resources and capabilities (Chen et al., 2009; Agnihotri, 2014). Accordingly, Barney 
(1991, 2001) advises that the origin of competitive advantage comes from an organization’s 
resources. Hence, organizations must have, and develop physical resources (i.e. facilities), 
human resources (i.e. know-how and training) and organizational resources (i.e. planning and 
controlling) in order to achieve competitive advantage (ibid.). In addition, Andersson (2003) 
recommends that organizations should attract new competent employees and upgrade the know-
how in their current employees to help the organization to grow. Consequently, management is 
likely to choose the growth strategy that best fits the organization’s resources and capabilit ies 
(Ortiz-de-Urbina-Criado et al., 2014; Teece, Pisano & Shuen, 1997). 

2.4 Summary of framework 
The organization’s vision is often used to describe what an organization wants to achieve in the 
future, and why they exists. In that logic the vision should be incorporated in the strategy that an 
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organization has formulated. Consequently a strategy concerns how an organization aims to 
achieve its goals using its resources and capabilities. Thus, by analyzing and formula t ing 
strategic actions that have impact on both a current and a future position, organizations might 
achieve competitive advantage. But, to achieve competitive advantage an organization should 
evaluate its strengths, identify their weaknesses and visualizes their opportunities and threats. If 
this is done properly, an organization might find ways to improve its current market position. A 
SWOT-analysis is suggested to offer awareness of what an organization can do with its current 
resources and capabilities. 
 
Management is frequently dealing with both internal and external challenges that might be 
progressive for the organization. When implementing a strategy it is up for management to 
identify the factors that will mostly contribute to the strategy. But implementing a strategy is not 
easy due to employee resistance. It is however argued that successful communications and trust 
are essential for a less difficult strategy implementation. Management ought to earn trust from 
employees to create a well performing organization, and to minimize resistance from when a 
strategy is being implemented. How management earns trust varies and it depends a lot on their 
personality. Communication can function as a way to build trust between management and 
employees. It is therefore mentioned that trust is gained through that management holds direct 
honest dialogues with employees and involves employees in some of the strategy implementa t ion 
decisions. If the communication is done properly, trust between management and employees 
might be achieved, resulting in a smoother strategy implementation, thus creating a well 
performing organization. 
 
A strategy is useless if it is not communicated throughout the organization and correctly 
implemented. The formulated strategy and the implementation of it must work together to 
increase the possibility of a successful strategy. As management eventually will be accountable 
for the strategy’s result, their role should be to convince employees to follow the strategy. 
Therefore, if an organization wishes to grow, management must be committed to the growth 
strategy. Growth is often needed for organizations in order to survive. It is said that if an 
organization’s goal is to grow; the organization needs to be more competitive compared with its 
competitors. To be more competitive, it is needed to offer better goods and services than the 
competitors. In the case of municipalities, the source of competition might derive from its 
properties and where the properties are located. Internally, growth strategy implies that an 
organization should develop and utilize its own resources and capabilities. Accordingly, the 
origin of competitive advantage comes from an organization’s resources. 

2.5 Growth Matrix 
The developed Growth Matrix (Figure 2) is created from the framework and is used as an analysis 
model. Previous research suggests that management must be committed to the growth strategy 
for the organization to grow (e.g. Henry, 2011; Andersson, 2003). Hence, Growth is based on an 
organization's growth strategy and management. Accordingly, the Growth matrix takes both 
management and strategy into consideration. However, earlier research has told us that 
implementing a strategy is not easy, communication and trust are essential while implementing 
a strategy (e.g. Miller et al., 2008; Kotter & Schlesinger, 2008; Nielson et al., 2008; Stroh & 
Jaatinen, 2001; Sheldon, 1997; Eisenstat, et al., 2008; Morgan & Zeffane, 2010). Also, suggested 
in prior research is that an organization’s vision should be incorporated in the strategy that the 
organization has formulated (e.g. Cady et al., 2011; Henry, 2011). The strategy should as well 
be based on analyzing and formulating, which requires the help of the SWOT-analysis (Pugh & 
Bourgeois III, 2011; Mascarenhas, 2013; Henry, 2011). Accordingly, the Growth matrix takes 



9 
 

earlier research into attention by formulating six Guiding questions based on earlier research. 
Thus, table 1 shows the six Guiding questions, which are used to evaluate how an organiza t ion 
does in its growth, with strategy and management in mind. Consequently an organization can be 
more or less influenced by management and/or strategy or both, depending on how they stack up 
to the six Guiding questions. 
 
Concept Question 
Strategy Does the vision and strategy act together? 
Strategy Is the SWOT representative in the strategy? 
Growth Are the resources future oriented? 
Management Is the strategy implementation possible? 
Management Are management communication with each other? 
Growth Are management committed to the strategy? 

Table 2: Guiding questions 

The upper three Guiding questions concerns strategy and the lower three Guiding questions 
concerns management. Accordingly, if an organization fulfills one or none question from 
strategy and one or none from management, the organization will end up in the upper left box of 
the model, i.e. Less growth. If an organization fulfills two or more questions from management 
and one or none from strategy, then it will be placed in the upper right box in the model, i.e. 
Coincidental management growth. If two or more questions are fulfilled in strategy and one or 
none from management, then an organization would be placed in the lower left box i.e. 
Coincidental strategy growth. However, if an organization fulfills two or more questions in both 
management and strategy, then we argue that the organization is placed in the lower right box, 
i.e. More growth.  

 
 

 
 
Figure 1: The Growth Matrix 
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3. Methodology 
The following chapter will give the reader an explanation of the choices that we have made 
in this study. The choices made are reflected upon with regards to what literature suggests 
that the choices entails. There is a presentation on why the respondents were chosen and 
how the empirical data was collected. 

3.1 Research design 
During the past year we have received central knowledge in strategy and management. This 
knowledge was taught to us through relevant courses during our master studies in the strategic 
management program. Since the received knowledge was central, we thought that it was 
appropriate to gather more knowledge from existing literature. This was done to be able to study 
a specific phenomenon in a unique context that was entirely unfamiliar to us.  Consequently, 
secondary data has been used in order to gain more knowledge in the specific subjects. Thus, by 
doing this and then collecting empirical data we are hoping to contribute with new understand ing 
from our specific phenomenon in a unique context. 
 
There were various reasons to conduct our study in the chosen way. Our interest was to study a 
specific phenomenon in a special context. The phenomenon we thought of was how management 
influences new customers to buy a service or a product. Then, we thought of municipalities as a 
context and how they work to increase their population as the specific phenomenon. More 
explicit, the phenomenon that we studied was how management and strategy are used to increase 
population growth, in the context of municipalities. Thus, our study aimed to describe how 
management in municipalities formulate and implement strategies to influence their population 
growth. This is similar to what some authors mention as a case study, which implies that a 
researcher wants to study a unique phenomenon in a unique context (e.g. Yin, 2014; Bryman & 
Bell, 2011; Jacobsen, 2002). 
 
We decided to investigate more than one organization, which makes our study more of a mult ip le 
case study, which Stake (1995) declares is when a researcher wants to explore a general 
phenomenon. But, there is a thin line between multiple case study and a cross-selection design 
as Bryman and Bell (2011) declare. Nevertheless, since we are interested in the unique of the 
specific cases and not the general findings, it is known to us that we made a multiple case study. 
Our aim with doing a multiple case study was to see if our findings really were unique, in that 
sense we needed to study more than one case. This is similar to what Bryman and Bell (2011) 
has to say about a multiple case study, i.e. that a multiple case study allows the researcher to 
compare the outcomes from each of the cases, which lets the researcher to consider what is 
unique and what is mutual. 

3.2 Research approach 
As earlier mentioned, our aim was to study a specific phenomenon in a unique context. Thus, it 
was found that interviews were the appropriate way to collect the primary data. Accordingly, our 
interest was in how the respondents perceived the real world. It is said that a researcher who want 
to gain understanding of a phenomenon should conduct a qualitative study (Bryman & Bell, 
2011; Jacobson, 2002). Kvale and Brinkmann (2008) suggest that it is easier to receive the 
respondent’s interpretations through a qualitative approach, since the respondents can give more 
detailed answers than in a quantitative approach. Consequently, by doing interviews it is easier 
to collect primary data on a specific phenomenon in a unique context, as we did. However, the 
undesirable parts with doing interviews are that they are a time consuming process, thus a 
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researches has to be satisfied with a few interviews, as well as analyzing the data from the 
interviews is time intense  (e.g. the empirical data) (Yin, 2014; Jacobsen, 2002; Bryman & Bell, 
2011). But, since we wanted to study an unfamiliar subject we did not perceive this as a problem 
rather that it is better in order to thoroughly understand the data collected from the interviews. 
 
To test if our study was relevant we conducted an initial interview. From this initial interview, it 
was decided what our topic was going to be and how our study was going to be conducted. 
Hence, our research question was formulated after this initial interview. However, to conduct the 
interviews we needed, as mentioned before, more knowledge from literature. Consequently, this 
was our starting point. In that sense the study has a deductive approach, which according to 
Jacobsen (2002) and Bryman and Bell (2011) is when a researcher first collects theory. This is 
done to have some understanding about how the social world functions (ibid.). Then, the 
researcher goes out into the social world to collect data with the already collected theory as a 
guideline (ibid.). But, from the information received, it was found that we sometimes needed to 
complement with theory to the framework and sometimes erase unusable theory. Accordingly, 
it is argued that this study has an abductive approach, we believe that this have given us the 
advantage to deliver a more relevant study since the framework has been updated after what was 
relevant. Alvesson and Sköldberg (2007) mentioned that an abductive research approach allows 
the researcher to fine tune and adjust the framework during the research process. However, it is 
noticeable that the deductive approach has been influential in this study, but not as much as the 
study is abductive. Since it was found that our study has been influenced by both a deductive and 
inductive research approach, it is known that this is an abductive study. It is believed that our 
research approach is parallel to what Alvesson and Sköldberg (2008) mention as an abductive 
research approach. That an abductive research approach is a combination of deductive and 
inductive research approaches (ibid.).    
 
However, by doing a qualitative study there is questions of external validity (generalizabil ity) 
and internal validity. Our goal is to contribute with understanding from our specific context that 
might be of help to management in municipalities. As mentioned by Bryman and Bell (2011) the 
aim of a case study is to focus on the unique case and to develop extensive understanding of its 
density. As we hope that we have achieved. Internal validity refers to if there is a good connection 
between the collected empirical data and the developed theoretical ideas (ibid.). It is believed 
that our internal validity is good due to the operationalization that has been made, e.g. we have 
based our interview guide on the framework. 
 
Doing a qualitative study has its problems regarding external and internal reliability. It is implied 
that in a qualitative research, the researcher view events and the social world through the eyes of 
the people that they study (Bryman & Bell, 2011). Therefore, the researcher must be aware of 
that the social world is being interpreted from the people being studied and not their own 
reflections (internal reliability) (ibid.). We were aware of this problem while gathering and 
transcribing our empirical data, thus by being aware of it, our focus was to minimize the risk of 
putting our own shade on it. At the beginning we thought that there might be a problem with 
external reliability (i.e. if the study can be replicated and come to the same results). However 
Bryman and Bell (2011) mentioned that in a qualitative research the researcher him/herself is the 
key tool for collecting data, thus what is heard and what the researcher decides to do with it, is 
the product of his/hers preferences. Accordingly, we later did not regard external reliability as a 
problem. 
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3.3 Literature study 
Due to that we mainly had central knowledge within strategy and management, it was important 
to gain more knowledge on the topic to get a good understanding in the research area. 
Accordingly, it was essential to expand our knowledge. Therefore, we began searching for more 
theory regarding strategy and management. 
 
The theory collected to the framework mainly contains peer reviewed articles and literature. As 
mentioned before, new public management focuses on public organizations being more business-
like and in that orders we mainly collected theory from business administration. To find theory 
we used the search function Summon 2.0 accessed through Halmstad University’s library. To 
ensure that our search result only regarded business administration, a filter for that field was used 
while searching for theory. For the framework to be really relevant, the filter was once again 
used to only find theory that was not older than ten years old. However, some of the theory was 
more mature, which was due to the fact that we found the theory to still be highly relevant for 
this study. Some of the older theory are: Porter (1980; 1996) and Teece et al. (1997) etc. The 
search words used to find relevant theory on the topic of strategy and management was: 
 
Strategy, Management, Strategy Implementation, Strategy Formulation, Management Decisions, 
Management Trust, Management Communication, Organizational Growth, Municipalities and 
New public management 
 
The gathered theory was from different places from around the world, but common for all theory 
was that it is from international nations and was seen to be highly applicable in this study. 
However, the main problem of using this theory is that there may have been various 
interpretations of it, thus there is a problem of reliability. The problems with secondary sources 
are that the reliability may vary due to the distance between the used source and the primary 
source (Bryman & Bell, 2011; Jacobsen, 2002). The distance proposes that there have been 
different interpretations of primary sources, i.e. the data might have been collected to another 
purpose (ibid.). 

3.4 Empirical study 
The empirical data was collected at the respective respondent’s workplace. Municipalities were 
chosen as the context of the study. Hence, they were also chosen as respondent to this study, in 
order to receive the needed information about how management formulates and implements 
strategies to influence population growth, also known as our specific phenomenon. The empirica l 
data is collected through face-to-face interviews with people that have a position within 
management. According to Bryman and Bell (2011) data collected by the researcher via face-to-
face interviews are knowns as a primary source, which implies that the researcher has collected 
the data directly at the origin of it. 
 
There have been a total of five interviews, one initial interview and four individual interviews. 
The initial interview was made to see if the chosen topic was relevant, and obviously it was. The 
four individual interviews were done in order to collect our empirical data. However, there might 
have been a negative aspect with doing the initial interview with two of the same respondent. 
This aspect depends on that the respondents could have interpreted some of the questions the 
same, even though the interview guides were different. But to eliminate these kinds of 
interpretations, we reformulated the questions. 
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3.4.1 Operationalization 
In order to see how municipalities work to increase their population growth, we wanted to know 
how their strategies were formulated and implemented by management. On that matter, for us to 
gather as relevant data as possible we operationalized. This was done by formulating the 
interview questions based on concepts from previous research (se 8.2 Operationalization).  
Thus, the interview guide contained questions concerning the municipality’s strategy, and how 
the respondents have formulated and implemented the strategy. It was already known that both 
municipalities aim at population growth, since their respectively visions were towards that 
direction. Accordingly, to understand how they work with it, we choose to interview respondents 
with management positions who we knew worked with the municipality’s vision.  

3.4.2 Respondent selection 
Bryman and Bell (2011) made us aware of that the selection of respondents is important, since 
the information that a researcher receives is based on the respondent's skill, knowledge, 
experience, and interest in what is being studied. Accordingly, in this study we have done a non-
probability selection, which implies that a random selection has not occurred (Bryman & Bell, 
2011). Since a random selection has not occurred, human judgement will affect the respondent 
selection, thus making some people in a population more likely to be selected (ibid.). Hence, in 
this study we have used our own judgement (human judgement) to select the respondents. The 
consequences of a non-probability selection is that the results given from the respondents are 
difficult to generalize (ibid.). 
 
 We thought that it would be interesting to study two adjacent municipalities. Common for the 
municipalities is that they both want to achieve population growth. In that sense, we thought that 
the municipalities are competitors. It was therefore found interesting to study how they work to 
influence their population growth, specifically how they work with strategy and management to 
achieve growth.  
 
In the process of selecting our interview persons (respondents), we thought that it was 
appropriate to interview persons with similar job titles in order to get answers from the same 
perspectives. It was establish that if a municipality wants to achieve population growth, there 
should be a plan on how to achieve it. Accordingly, the person in management who works with 
strategies was a relevant person to interview. Also, if a municipality wants to have more citizens 
there must be housing for them to live in. Therefore, it was relevant to interview the person who 
works with the property development in management. As seen in table 2, two respondents from 
each municipality were interviewed to get two perspective from one organization. Thus, there 
were four respondents. The amount of respondents is depending on if the researchers believe that 
he/she has the needed empirical data to answer the study’s research question (Kvale & 
Brinkmann, 2008). In our case, we believe that we have received the empirical data needed to 
give a satisfying answer to our research question. 

Table 3: Overview of the respondents 

 

Organization Respondent Position in 
management 

Interview date 

Alpha Alice Property developer 19/1 & 4/3 
Alpha Adam Strategist 19/1 & 3/3 
Beta Bruce Property developer 26/2 
Beta Beatrice Strategist 26/2 
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3.4.3 Data collection 
As previously mentioned we collected our empirical data with help of interviews. Bryman and 
Bell (2011) and Jacobsen (2002) made us aware of that the questions are important in a 
qualitative research, especially how they are formulated. To not get off topic in the process of 
interviewing the respondents, we used an interview guide. The questions in the interview guide 
were formulated in a way to receive proper answers and to affect the answers as little as possible, 
yet to keep the answers to our topic. It is believed that our interview guide is semi-structured. 
According to Bryman and Bell (2011) and Jacobsen (2002) a semi-structured interview guide is 
when the interview guide controls the answers as little as possible but within certain categories. 
The questions themselves was formulated in a way that they were only focusing on a specific 
topic, not several, which according to Wärneryd (1990) is important otherwise the question might 
be confusing. Yes and No questions were also avoided due to that our aim with the interviews 
were to receive proper answers. To get more extensive answers during the interview, we asked 
follow-up questions and asked the respondent to develop his/her answers. Asking follow-up 
questions contributes to that the researcher gains extensive understanding of the specific 
phenomenon (Bryman & Bell, 2011).    
 
The interviews occurred at the respondent’s workplace. The intention with this was that we did 
not want to bother the respondents to meet us at a specific and unfamiliar place. This would have 
be time consuming and the unfamiliar place might affect the respondent’s answers. It was found 
more appropriate for us to come to them. By having the interviews at a place where the 
respondent feels comfortable results in that the respondent feel calmer in the environment, thus 
giving true answers (Jacobsen, 2002). To more accurately present the empirical data, the 
interview was recorded and keywords were written down during the interviews. However, before 
recording the interviews each respondent was asked if this was acceptable. There is something 
called interview effect which means that the presence of the interviewer is affecting the 
respondents answer (Bryman & Bell, 2011; Jacobsen, 2002). The same goes for recording an 
interview, it is said that when respondents know that they are recorded they are more careful in 
what they say, thus this affects the study (ibid.). However, recording an interview makes it easier 
for the interviewer to have an ongoing conversation without disturbance, which leads to better 
answers from the respondent. The effects of our presence and recording the interview are known 
problems to us, but we have gotten extensive answers to our questions and we do not believe that 
the recording and our presence has affected the respondent’s answers. 
 
Since the respondents and the interviewers are from Sweden, the interviews were held in 
Swedish. This is not anything that we believe has affected our study, since we have done our 
best to translate the empirical data into English. The exact words might not be the same, but our 
intention was to deliver the same content as we perceived from the respondents. Jacobsen (2002) 
made us aware of that an interview should span between one, to one and a half hour, this optimal 
time is due to that the interviewer and respondent might get tired which can affect the answers. 
In our case, we booked the interviews precisely before and directly after lunch to eliminate that 
the respondents might already be tired. Our interview time was approximately one hour and we 
did not notice that our respondents were tired. After the interview we began transcribing the 
recorded material word by word to not affect the content of the collected data and to have a 
thorough and detailed explanation of it. 

3.4.4 Data analysis 
To ease the process of sorting our collected data we used the structure of the study, which is 
reflected from the keywords in the research question (i.e. Strategy, Management and Growth). 
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While listening and transcribing the interviews, we focused on not to lose any of our relevant 
content, thus every word was written down. After this we began breaking down what was 
transcribed to later sort it into smaller parts to gain a better understanding of which parts would 
fit under our categories. By doing so we hoped to focus our attention on the data that is relevant 
and to overlook other irrelevant parts of it. This is similar to what Bryman and Bell (2011) mean 
by coding, which helps the researcher to discover relevant parts. But, by coding it must be known 
to the researcher that some of the context might be lost (ibid.). Some of the sentences have been 
presented as shorter and more concentrated and this was done to present the most relevant parts 
from the empirical data. However, by shortening sentences and concentrating them, there might 
be some risk of losing meaningful data (Kvale & Brinkmann, 2008). However, to not lose context 
or anything relevant, we listened to the recordings once again with focus on the context. It is 
believed that our data analysis follows what Jacobsen (2002) mention about data analysis. The 
process of analyzing starts with a description, followed by categorizing and lastly a combinat ion 
(Jacobsen, 2002). The purpose of describing the data is to give a detailed and thorough 
explanation to the empirical data (ibid.). For the researcher to present what has been collected it 
is necessary to categorize the data, which aims to separate and simplify the empirical data (ibid.). 
The last step is combination where the researcher tries to interpret the data by structuring it 
(ibid.). 

3.4.5 Generalization  
Generalization is the question of if the results can be applied to a bigger population than the 
studied respondents (Bryman & Bell, 2011). Accordingly, it is a matter of the respondent 
selection, since it is time consuming to interview a whole population it is important to have 
respondents that are representative for a whole population (ibid.). We selected four persons to 
interview from two municipalities. Bryman and Bell (2011) state that to be able to generalize the 
results it is preferred to randomly select the respondents from a population. We, however, did a 
non-probability selection, which implies that a random selection has not occurred, accordingly 
we have chosen the respondents that we believed would be the best fit for this study. Thus, our 
results might not be generalized to other municipalities.  

3.5 Ethics 
During our interviews, we told the respondent our research question, what the purpose of the 
study was and what we intended to use their information for. Then we asked for the respondents 
permission to record the interview and if the respondent wanted to be anonymous. These are 
questions that Kvale and Brinkmann (2008) made us aware of. Hence, we asked if the respondent 
still wanted to contribute to the empirical data. Recording the interviews was approved by all the 
respondents. 
 
Since some of our respondents asked to be anonymous, we made the participants with the 
organizations anonymous. Consequently, the respondents and municipalities have fictiona l 
names and the names do not reflect the sex of the real respondents. Vainio (2012) mentioned that 
by giving the respondents anonymity, the respondents might feel bigger freedom thus being more 
honest in their answers. The interest of this study is to enhance the understanding of how 
management in municipalities formulate and implement strategies to influence their population 
growth. Consequently, the respondents’ real names are not necessary to answer this question. 
Rather we believe that it is better to have them anonymous and receive honest answers from 
them, to answer the research question of this study.  
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4. Empirical Data 
The following chapter will present the collected empirical data. First there is a short 
presentation of the municipalities and then the answers to our questions. The municipalities 
are present separately. 

4.1 Alpha Municipality 
Alpha municipality is located in the south region of Halland and has approximately 23 800 
citizens, compared with 23 470 which it had in 2011 (SCB B, 2011). According to our 
respondents the main features of the municipality’s region are its living environment, the 
closeness to the sea and the commuting availabilities. Recent, it was stated that Alpha 
municipality wants to increase their population. (Alice, personal communication, March 4th 2015; 
Adam, personal communication, March 3rd 2015).  
 
Alice is a construction engineer and started working in Alpha municipality in 2004. Back then 
she had the task of administrating building permits, some years went by and now she is has the 
position of Property Developer in management. Now her tasks are, with the help of her team, to 
manage planning, building and measurement-issues for the municipality’s properties.  
 
Adam has a background from the Swedish Armed Forces and has been working in both private 
and public organizations. During his time at the Swedish Armed Forces he received experience 
in leadership, strategy and recruitment. After his time at the Armed Forces he began working 
with waste management at Alpha municipality. Some years passed and he got a job offer in 
management as the Strategist, which he took and has been working with that for the last two 
years. His main tasks are to work with the municipality long term development, and recently his 
focus has been on influencing the municipality’s population growth. 

4.1.1 Strategy 
Alpha municipality has recently stated that their vision for year 2025, is to increase its population 
to 25 000 citizens according to both respondents. Accordingly, the vision is a political decision 
with the aim to develop Alpha municipality, with help of increased tax income, which is made 
possible through a population growth. Though, there is an ongoing trend among municipalit ies, 
a trend that has made more municipalities aware of that they need to improve their population 
growth. Since Alpha municipality is located between a municipality with a strong brand image 
and a municipality that is way bigger than Alpha municipality, this is regarded to our respondents 
as a threat due to that Alpha municipality is not a big enough magnet to attract people compared 
with those two. Thus, people might choose to live there instead of Alpha municipality. But, Alice 
has second thoughts about this threat and argued that from a bigger perspective, it was better to 
have population growth in this part of Sweden, which might be positive for the whole region. 
 
However, Adam mentioned that to make the vision possible, Alpha municipality must take 
responsibility and create housing. Consequently, Alpha municipality is buying properties to 
enable construction of apartments. By doing so, the respondents believed that it will kick-start a 
moving chain, specifically aimed at seniors selling their houses to families, and moving 
themselves into apartments. Adam believed that “This is what everything depends on, there must 
be places to live in, otherwise Alpha municipality cannot increase their population” (personal 
communication, March 3rd 2015). To achieve the vision, Alpha municipality has formulated a 
strategy. Adam declared that this strategy was formulated from their strengths i.e. resources. 
More specifically the municipality’s strengths are its location, natural resources, properties, 
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employee closeness, and the planning department. It was further explained that the location is 
good, since Alpha municipality is close to Copenhagen, Gothenburg and some cities in between; 
commuting from Alpha municipality is easy and not too time consuming. The natural resources 
are regarded as a resource since it attracts tourism both to the beach and in terms of fishing. 
Employee closeness is explained as all employees (including politicians and respondents) work 
close with each other, resulting in those decisions are flexible and often correctly understood. 
The planning department, which is new, has the function to structure the organization’s 
departments and their goals. The main way to attract new citizens is via the properties by the 
beach, which are important due to that they can be used to develop, as mentioned, housing. Since 
Alpha municipality is located along the coastline they want to build housing and maybe a hotel 
there, thus using the beach (natural resource) to make that area more attractive for new citizens 
and tourists. Unluckily, Alpha municipality has lots of properties that can be exploiting, but not 
many of them are located in their attractive areas and our respondents found this as a weakness. 
Accordingly, Alpha municipality is actively looking for properties to buy in those areas, and 
Adam said that “Owning property at the right location is important for a municipality; it can be 
used to control what you want with an area” (personal communication, March 3rd 2015). 
 
Notable is that, if Alpha municipality invests in one area, citizens will question why they do not 
invest in their area as well. To minimize the risk of resistance from citizens, the municipa lity 
tries to communicate with people concerning where they are about to do certain things and why 
they do it. As all departments have goals that directly, or indirectly contributes to the vision, it 
seems that there have not been any comments or resistance to the vision of becoming 25 000 
citizens. Alice gave an example of a direct contribution, from the department of the education’s 
goals, if the education given by our schools is of good quality, it might give people a reason to 
move to Alpha municipality and calm the resistance due to the better quality. 
 
However, there seems to be weaknesses in the strategy, as Alice mentioned about the employee 
closeness in Alpha municipality. This is explained as that decisions can be changed in an early 
stage of its process and accordingly, the ones who changed the decision does not have the 
perseverance to let the decision operate long enough to mature. Also, if the municipality is to 
achieve the vision there is a need for money and for employees to have structured tasks. The later 
mentioned is what the planning department is working on. The money issue reflects in that an 
employee in Alpha municipality has to work with many various tasks in a project, but in bigger 
municipalities, an employee mainly work with the thing he/she has competence in. 
 
Nevertheless, there are opportunities to the strategy, as Adam stated that the infrastruc ture 
surrounding Alpha municipality is well developed. However, there is an opportunity to adjust 
the infrastructure in and around Alpha municipality, thus making it friendlier for private 
organizations to establish themselves within the municipality’s borders. If this works, then 
private organizations can attract new employees who might move to the municipality, hence 
contributing with population growth.  

4.1.2 Management 
Alpha municipality recently went through reorganization as a part of their strategy 
implementation. The main focus of this was to reconstruct the organization, and to create the 
planning department, which purpose is on long term planning and Alpha municipality’s strategy. 
At the moment the planning department is trying to engage other departments in the work 
towards the vision. Adam gives an example concerning their beach, if the beach should function 
as a magnet for attracting new citizens, then both the maintenance department and marketing 
department must be involved in this project. Accordingly, the planning department should make 
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this work, as Adam puts it “What I do now must contribute to our vision of becoming 25 000 
citizens by 2025, and if I am not doing this, then I am doing something wrong” (personal 
communication, March 3rd 2015).  
 
The decision of the reorganization has had different reactions. As employees, including Adam, 
did not understand why the reorganization was needed from the beginning since it was such a 
big change, and both respondents noticed that it overall was not appreciated by the employees. 
Accordingly, Adam mentions that the president of Alpha municipality could have done a better 
job by explaining the purpose of the reorganization so that Adam could have understood it better 
as well as to explain the reason behind it. As Alice states: 
 

“People are often resistant to change and react differently to it. But if you involve 
people in decisions, it is easier for them to understand them rather than if I have 
made one and say how it should be done, then people would be questioning it more” 
(personal communication, March 4th 2015). 

 
Adam constantly involves his employees in decisions and this is essential as this is not a one-
man team. Further said is that decisions emerge from the people who are involved in solving 
questions concerning the strategy. Both respondents believed that honest, clear and open 
communications are essential to earn trust. Consequently, while communicating with others, 
both our respondents prefer to discuss information face-to-face, and Adam clarified that prefers 
face-to-face dialogues ensures that information have been understood correctly. He believes that 
people demand transparency while communicating; they expect it and need it in order to know 
what they are supposed to work with. People also demand that you as a manager tell them in 
what order things need to be done, and to be really sure that the message is received, Adam asks 
for confirmation. Alice method for communicating includes gathering the employees who are 
engaged in a project for a small meeting and there communicate with them. As this meeting is 
used to see if they are all working towards the vision, Alice also uses this time to make sure that 
everyone in the meeting understands each other. She believes that these kinds of meetings are 
appreciated by the employees, since it makes them feel that she cares about their effort. Alice 
stated that these meetings work because she has before been doing the similar tasks as they are 
doing now. Consequently, both respondents believe that meetings are a good way to 
communicate decisions concerning the strategy. 
 
However, communication between our respondents and their managers are different. Adam’s 
manager primarily communicates directly to him and it was not often that they misunderstood 
each other. Adam believed that this was the result of open dialogues with his manager. Alice on 
the other hand, might sometimes misunderstand what her manager communicates. But she 
regarded this as lots of people are getting the same type of information, but how they interpret it 
depends on how they perceive it, thus misunderstandings occur. However, in meetings there is 
one person taking notes of what is being communicated, therefore important decisions are written 
down and sent to everyone. 
 
The respondents were aware of that there might be resistance to the strategy, but they did not 
notice any of it. Better yet, both respondents argued that their employees were motivated to 
achieve the vision. Alice, however, stated that it was difficult to measure how motivated the 
employees were, but everyone knew what they were working for and why they were doing it. 
Alice also said that her role as manager is to manage and engage her team in the progress towards 
the vision. She therefore found it important to ensure that everyone in her team felt that they had 
contributed in the progress. 
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4.1.3 Growth 
Alpha municipality formulated their strategy using their existing resources, but it was also to be 
added that they needed to bet on potential resources to reach the vision. Adam argued that one 
cannot do as they always have done and expect a new result. Thus, developing a strategy with 
potential resources is a way of reaching something new. Potential resources that are needed is 
competence within specific issues, which Alpha municipality do not have. But both respondents 
agreed that formulating a strategy with potential resources has its pros and cons. Accordingly the 
positive part is that they bring in the competence when needed, and the negative parts are that 
the competence might not have local awareness as well as they do no not have the competence 
at all time. Adam mentioned that it was an ongoing question if they should have the resources 
themselves or not, and consequently, it has becomes a money issue. “It is one thing to rent some 
hours of consultancy, and another thing to have full-time employees” (Adam, personal 
communication, March 3rd 2015). However, both respondents mentioned that the best is if their 
own employees have the competence themselves because then the competence will be developed 
in the organization. Accordingly, cooperation with other municipalities has been proven to be a 
good way to develop the competences of their employees. While meeting with other 
municipalities, it was found that employees exchange experiences and knowledge, thus 
developing their skills. These type of developed competences has resulted in new ideas and better 
solutions to problems in the municipality and accordingly, the respondents are more prepared to 
adapt their skills to the modern society e.g. to create attractive areas that the society demands. 
 
The municipality does actively visit and communicate with private organizations, with focus on 
how they as a municipality can provide better services. Both respondents have noticed the result 
of this, as businesses have been expanding and new businesses have been established. Adam 
stated that this has affected the municipality in a positive way in terms of more tax income and 
to create jobs, and he regards this as a step closer to achieve the vision. Also noticeable is that 
Alpha municipality has been ranked in the top of “Sweden's most successful business 
municipalities” by the Confederation of Swedish Enterprise.  

4.2 Beta Municipality 
Beta municipality is located in the northern region of Skåne and has approximately 14 200 
citizens, compared with 14 230 which it had in 2011 (SCB B, 2011). Notable is that Beta 
Municipality is characterized as one of Sweden’s most well-known municipalities with its 
beautiful capes. Beta municipality wants their area to be attractive all year round and their vision 
is to be the obvious choice for families with children in the region of Oresund. (Beatrice and 
Bruce, personal communication, February 26th 2015) 
 
Beatrice has a master’s degree in Urban Development and Planning and has been working in 
public organizations for nine years. Beatrice is now positioned as the Strategist within 
management in Beta municipality and her main tasks are to work with the municipality’s long 
term development and how to fund different projects. (Beatrice, personal communicat ion, 
February 26th 2015) 
 
Bruce is an educated Architect and is working as a manager for the Urban Planning Department. 
He has been working in public organizations since 1997 and have previous worked from the 
Swedish state. He has the position of Property Developer in management, and his main tasks are 
to plan for the building development of Beta municipality and to simplify, create a faster and 
more effective application, towards building permits. (Bruce, personal communication, February 
26th 2015)   
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4.2.1 Strategy 
Bruce said that Beta municipality’s vision has been an ongoing discussion for some time, but he 
believed that it has its roots in that if they can attract families with children, then it would 
automatically create a positive and conducive environment to be able to attract new citizens. 
However, Bruce believed that the vision might be compromised from different politica l 
perspectives. As Bruce explained: “The obvious choice for families with children is very 
eliminating, if you are not a family with children, are you not welcome then?” (personal 
communication, February 26th 2015). Consequently, like many other municipalities, Beatrice 
believed that Beta municipality would like to increase their population today at the same time as 
it contributes with higher tax income.  
 
Bruce mentioned that to achieve the vision, they need to plan and decide on where the new 
citizens should live. He believed that this is the main strategy, in order to reach population 
growth. Beatrice, on the other hand, said that to achieve the vision is straightforward; it just needs 
to be broken down into smaller goals and then prioritize where an action plan is needed. Due to 
a recreation of the organizational structure, the goals are currently being revised. The reason for 
the reconstruction was to create more departments since they only had a few. Consequently, the 
president of the municipality has divided the vision into smaller goals and distributed them 
among the new departments. Bruce stated that he is uncertain over how this will work, as the 
departments are new and they need time to install themselves. 
 
Beatrice believed that the organization has the resources to achieve their vision. Bruce further 
stated that if Beta municipality is to achieve its vision they need to have a long term strategy and 
to figure out how to use its resources. He gave an example regarding this were he mentioned that 
one important resource to have is a clear political direction in order to achieve the vision. This is 
something that Beta municipality lacks according to Bruce. 
 
Beta municipality’s strong brand image, the living environment and the closeness to the sea, are 
according to our respondents regarded as internal strengths. The strong brand is reflected in that 
the citizens triple during the summer. Accordingly, the municipality is a summer city with 
numerous of summer houses. It was therefore mentioned that the municipality was working to 
attract permanent citizens, which was hard since the property prices were very high compared to 
surrounding municipalities. This has resulted in that only certain types of people can afford living 
there, and some of those who can afford it are mainly there during the summer. Hence, the houses 
are empty during other seasons, which is a negative part for them to reach the vision. Since 
Beatrice job is brand new, she considers herself as a valuable resource, as she now has the role 
to structure and prioritize the goals. Another problem according to Bruce is that there are only a 
few rental apartments owned by the municipality. Accordingly, private investors have not found 
enough profit in rental apartments; they would rather build and sell houses.   
 
Our respondents found that there were many opportunities towards their vision, since they have 
a good and attractive environment. More specifically there is a new train station coming to the 
northern parts of Beta municipality’s region, hence this will increase the availabilities for 
commuting. Bruce sees the opportunity in exploiting the surrounding areas of the new train 
station to construct new livable buildings and commercial areas, thus contributing to the 
municipality’s population growth. However, the new train station will also be close and usable 
by Alpha municipality’s citizens, and Alpha has already started constructing houses there. But 
this is not a threat according to Bruce, since people would rather live in their municipality than 
in Alpha municipality. On the other hand, Beatrice believed that Beta municipality has an 
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environmental threat, with the sea eating up some of its land. But, she regards this as an 
opportunity to be more active in environmental questions and thus increasing this awareness to 
increase their brand image.  

4.2.2 Management 
Both Beatrice and Bruce believed that Beta municipality needs to do things more efficiently, but 
since Beta municipality has much under development this has become an issue. Accordingly, 
implementation of the strategy has not been going smooth, mainly because there have not been 
any clear stated goals on how to achieve the vision. As stated by Bruce, “If there are unclear 
goals, it becomes unclear for the whole organization as well” (personal communication, February 
26th 2015). According to Beatrice, goals are important though they give a department and its 
employees something to work towards. Thus, it was also important that all employees in the 
organization felt that they were working together as a municipality. Bruce mentioned that it is 
your own ambition level that controls what you are able to do by yourself; however a person 
does not have enough time to do everything by itself. Hence, this problem is solved by 
communicating with others. Accordingly, our respondents found that communication and trust 
are helpful tools if you want to get things done. 
 
There are different ways to communicate effectively according to Beatrice. Before working at 
Beta municipality, Beatrice worked in an office with an open landscape, and then it was much 
easier to have a direct and open dialogue. Now, however she has an own “closed office” and to 
communicate with others requires to use other ways. Accordingly, Beatrice found face-to-face 
meetings as a more effective way of communicating compared to e-mail and telephone 
communication. Bruce argued that effective communication comes from always being availab le, 
thus his door is always open so that employees can come in and ask things. Bruce stated that if 
their operations are running smooth, then the message has been understood, and if not, the 
employees ask for his input. Bruce found that it was simple for him to make himself understood, 
since he has experience in what the employees are doing, hence they are speaking the same 
language. Accordingly, he felt that he got confirmation from the employees when he 
communicated with them. However, Beatrice found that common for all organization is that there 
is often a lack of communication. Her concern is that employees often communicate with the 
closest colleagues within their department, but that communication problems occur when 
employees are working with colleagues from other departments. 
 
Thought Beatrice believed that effective communication mainly occurred from face-to-face 
dialogues, she mostly communicate with her manager through e-mail and telephone. This is 
mainly because her manager is busy all the time. But Bruce’s manager sits in the office right next 
to him. Hence, face-to-face communication occurs every day and they mainly discuss proposals 
before they come to an agreement and make the decision. 
 
Unsuccessful communication has occurred and Bruce said that he sometimes has misunderstood 
information from his manager. This has resulted in that smaller deadlines could have been 
missed, but it has not resulted in anything catastrophic. However, Bruce regarded that it might 
not have been because of bad communication, rather that there have been many things going on 
at the same time, which might have distracted him from the conversation. Beatrice mentions that 
she always confirms what has been said in order to avoid misunderstandings, but if she is unsure 
of anything, she calls the person to check the information again. She adds that as long as the 
information is communicated and understood, she will gladly deliver it directly. 
 
Beatrice stated that trust was crucial to have as a manager, since it affects how she was able to 
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do her job. Bruce agreed with Beatrice and adds that by earning trust from the employees, makes 
them comfortable to talk about any issues. Beatrice finds face-to-face meetings important and 
she argued that this could be used to create trust with the employees towards a long- term 
relationship. Bruce is more direct where he stated that trust is created by being honest, availab le 
and updated of what is going on in the department. As they work in an organization strictly 
guided by laws and regulations many discussions concerns interpretations, therefore as Bruce 
mentioned it does not matter where the discussions are as long as they occur. Hence it was 
important to be available for the employees. It is also mentioned that it was important for 
employees to be involved in discussions and decisions. Beatrice, on the other hand, mainly seeks 
employee input when she cannot find a smooth solution by herself of a problem. To keep the 
relationship with the employees, Bruce states that: “The most important is to always you support 
your employees in their decisions and that you do not go behind their back” (personal 
communication, February 26th 2015). It is believed that if you give the employees trust, then they 
will in turn trust you. Accordingly, Bruce believes that this has made his proposals go through 
fairly often. 

4.2.3 Growth 
Beatrice believed that it is up for the managers in respectively department to motivate the 
employees to achieve the vision. She mentioned that it was maybe not necessary that all the 
employees are thinking of the vision at all time, but that they should know what they are working 
towards. Bruce believed that it is more likely that his department will contribute with something 
towards the vision since they handle building permits, and found that his employees were now 
motivated to do their job. He believed that much of their motivation is due to that they have 
worked to become an effective building department compared with how it has been in the past. 
Both respondents argued that Beta municipality’s location will help them to attract new citizens. 
However, it is mentioned that the municipality was very strict on where you can construct new 
buildings since there is a scarce amount of property and the property prices are high. Hence, 
some private property owners have started to cut off a bit of their property to sell. Bruce found 
that even though the strategy has its flaws, it is future oriented and it is planning to use the new 
train station that is being build. The municipality has, for example, already built some of the 
infrastructure needed to connect the municipality to the new train station. Its plans are to build 
more infrastructures in that area in order to create new opportunities for both business and 
housing. 
 
Both respondents stated that if Beta municipality is to achieve the vision, then potential resources 
such as consultants are good to use. Bruce stated that most of the projects regarding the strategy 
are planned on using existing and some potential resources. He mentioned resources as 
competences and found that Beta municipality has a proper competence base, but that it is hard 
to have specialized competences in a small municipality. Accordingly, if there is something that 
an existing resource cannot manage, potential resources will be brought in. Potential resources, 
such as consultants, have been used in the planning process to the new train station, which Bruce 
found very important. This work has aimed on connecting the infrastructure around the new train 
station in a smooth way and making it more accessible to the surrounding properties.  But when 
the work is done, the person disappears along with the competence, which is negative, since the 
organization gives the consultant local competence, which later, when the project is over 
disappears. Other valuable resources that Bruce mentioned were their brand image and their 
attractiveness during the summer. 
 
“You never know what will happen in the future and how to deal with it” (Beatrice, personal 
communication, February 26th 2015). Accordingly, Beatrice mentioned that it is essential to 
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develop existing resources, e.g. to be updated of laws and regulations since it might change their 
work towards the vision. Bruce added that they do develop their existing resources each year in 
terms of educations as well as they meet with other municipalities. Beatrice also found it 
important to make plans on how to deal with various future scenarios. It was found that to achieve 
the vision; departments must start to work together as one organization instead of dividing 
projects into “mine” and “yours”. 
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5. Analysis 
The following chapter will first present a comparison between the empirical data and the 
framework. Thereafter, the municipalities are analyzed with the Growth Matrix, and lastly 
there is a summary of the analysis. 

5.1 Alpha Municipality 
 Similarities Differences 

St
ra

te
gy

 

• Vision-Incorporated in strategy. 
• Vision-Motivating. 
• Strategy-About an organization. 
• SWOT-Weakness. 
• SWOT-Opportunity. 
• SWOT-Threat. 

• Vision-Future oriented. 
• SWOT- Strength.  

M
an
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em
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t 

• Implement-Engaged 
management. 

• Communication-Directly and 
throughout the organization. 

• Communication-Within 
management. 

• Trust-Honest dialogues. 
 

 

G
ro

w
th

 • Competitive-goods and services.  
• Resources-Upgrading. 
• Strategy-Best fit. 

• Strategy-Specific 
market condition. 

 

Table 4: Short analysis of Alpha Municipality 

5.1.1 Strategy 
As mentioned by Cady et al. (2011) and Henry (2011) a vision is often used to describe what an 
organization want to achieve in the future, and why it exist. Alpha municipality’s vision is not 
future oriented in the sense that they have an expiration date for their vision i.e. the year 2025. 
Also, the vision does not explain why the organization exists, it has an aim, but it is not clearly 
stated. Accordingly, Alpha Municipality’s vision is not alike what Cady et al. (2011) and Henry 
(2011) mentioned about a vision. 
 
Cady et al. (2011) and Henry (2011) also found that the vision should be incorporated in the 
strategy that an organization has formulated. Accordingly, the vision can help to guideline and 
motivate employees in their daily work towards the organization’s goal (ibid.). Similar to what 
is mentioned by Cady et al. (2011) and Henry (2011), is that Alpha municipality has formulated 
their strategy from their vision, which aims at create housing (i.e. seniors selling their houses to 
families, and moving themselves into apartments). Adam stated that “This is what everything 
depends on, there must be places to live in, otherwise Alpha municipality cannot increase their 
population” (personal communication, March 3rd 2015). However, Alpha municipality’s vision 
does guideline and motivates their employees in their daily work, which is comparable to Cady 
et al. (2011) and Henry (2011). Henry (2011) further stated that strategy is about how an 
organization intends to achieve its goals using its resources and capabilities. Parallel to what 
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Henry (2011) said, Alpha municipality has formulated the strategy from their resources and how 
it can be used to achieve the vision. Since Alpha municipality’s resources can be used to attract 
new citizens, i.e. the properties that are located along the coast line, they do plan to buy more of 
it. Also, since all departments have goals that directly or indirectly contributes to the vision, for 
example the department of education’s goal of education quality, this is similar to what Henry 
(2011) stated. 
 
Internal strengths and weaknesses are factors (i.e. resources and capabilities) the organiza t ion 
itself can control (Porter, 1980, 1996; Helms & Nixon, 2010; Koo et al., 2011). Alpha 
municipality revealed their strengths as its location, natural resources, properties, employee 
closeness and the planning department. Accordingly, their location is not a strength, since Alpha 
municipality cannot control their location. However, to know what a strength and weakness is, 
it is suggested that the internal factors should be evaluated on how they are performing (Helms 
& Nixon, 2010; Koo et al., 2011). Alpha municipality believed that their natural resources, 
especially the beach, are supposed to be a strength, since the natural resources are attracting 
tourism. This is somewhat comparable to what Helms and Nixon (2010) and Koo et al. (2011) 
mentioned by evaluating resources. However, not similar is what Alpha municipality regards as 
employee closeness, which is said to be regarded as a strength, since it results in flexib le 
decisions that are understood. As one respondent stated about the employees closeness is that it 
results in that some decisions are not matured due to early changes of decisions, and this is 
mentioned as a weakness. Another similarity to a weakness is that employee’s tasks needs to be 
structured, which is one of the planning department’s jobs. Since the planning department is 
working with this, it can be regarded as a weakness that has been evaluated, thus similar to what 
is mentioned by Helms and Nixon (2010) and Koo et al. (2011).  
 
External factors that might give an organization advantage is known as an opportunity, but 
factors that can harm the organization is known as a threat (Helms & Nixon, 2010; Koo et al., 
2011). Accordingly, organizations need to evaluate external factors with their internal factors in 
order to know how they might affect the organization (ibid.). Alpha municipality has seen a threat 
in that citizens will question why they invest in particular areas. Since Alpha municipa lity 
communicates with their citizens to minimize the risk of resistance, this can be comparable to 
what Helms and Nixon (2010) and Koo et al. (2011) stated as a threat and how it needs to be 
evaluated. Also equivalent to what is mentioned by Helms and Nixon (2010) and Koo et al. 
(2011) is the opportunity that Alpha municipality has regarding the infrastructure, and how it can 
be used together with Alpha municipality’s properties to make it friendlier for private 
organizations to establish within the municipalities borders. 
 
It is stated that the SWOT-analysis is based upon how management perceives the organization’s 
strengths, weaknesses, opportunities and threats, thus what management perceives might be 
incorrect (Helms & Nixon, 2010; Koo et al., 2011). Alpha municipality’s vision and their 
strengths, weaknesses, opportunities and threats have guided how their strategy has been 
formulated. This is not similar to what Helms and Nixon (2010) and Koo et al. (2011) mentioned, 
since Alpha municipality’s resources, strategy and vision does not counteract each other. 
Accordingly, management has perceived their strengths, weaknesses, opportunities, and threats 
more or less correct. 

5.1.2 Management 
It is argued by Buckingham (2005), Miller et al. (2008) and Baum and Wally (2003) that 
organizations that want to implement a strategy requires engaged management to make an 
organization progressive. Adam is recognized as an engaged manager, since he stated “What I 
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do now must contribute to our vision of becoming 25 000 citizens by 2025, and if I’m not doing 
this, then I’m doing something wrong” (Adam, personal communication, March 3rd 2015). 
Accordingly, Adam and the planning department are trying to engage other departments in the 
work towards the vision, which indicates that management, are engaged. Hence, similar to what 
is mentioned by Buckingham (2005), Miller et al. (2008) and Baum and Wally (2003). 
 
According to Elias (2009), Kotter and Schlesinger (2008) and Miller et al. (2008), it is not easy 
for management to implement a strategy since they could meet resistance from employees. This 
was resembled in Alpha municipality, since employees including Adam, did not understand the 
purpose of the reorganization. He further stated that an explanation could have been good in 
order to understand the purpose of the reorganization more clearly. The reactions to the 
reorganization were identified with what Elias (2009), Lines (2005) and Kotter and Schlesinger 
(2008) stated about how employees’ personalities can affect a strategy implementation. It can 
also be recognized with what Stroh and Jaatinen (2001), Sheldon (1997), Vakola and Nikolaou 
(2005) and Lines (2005) mentioned about lack of communication. 
 
Nielson et al. (2008), Miller et al. (2008), Stroh and Jaatinen (2001) and Mazzei (2010) stated 
that communication is an essential part to successfully implement a strategy as well as it has 
great impact on an organization’s progress for both employees and for management. Similar to 
what is mentioned by Nielson et al. (2008), Miller et al. (2008), Stroh and Jaatinen (2001) and 
Mazzei (2010), the respondents involved their employees in decisions and stated that honest, 
clear and open communications were central parts to understand each other. Furthermore, face-
to-face dialogues were preferred since it ensured that employees had understood the information 
correctly and to ensure that they worked towards the vision. 

 
“People are often resistant to change and react differently to it. But if you involve 
people in decisions, it is easier for them to understand them rather than if I have 
made one and say how it should be done, because then people would be questioning 
it more” (Alice, personal communication, March 4th 2015). 
 

Management in Alpha municipality has a clear view of the strategy, but Alice pointed out that 
management can interpret information differently during meetings. Therefore, important 
decisions are written down and sent out to each person who attended on the meeting, to avoid 
misinterpretation. This is in line with what is mentioned by Miller et al. (2008), Kotter and 
Schlesinger (2008), Raupp and Hoffjann (2012) and Nielson et al. (2008) about how to avoid 
misinterpretation. As decisions are written down to have a clear view of the strategy and to 
communicate it through the organization. 
 
Management ought to earn trust from employees to create a well performing organization, and 
to minimize resistance from when a strategy is being implemented (Stroh & Jaatinen, 2001; 
Sheldon, 1997; Eisenstat et al., 2008; Morgan & Zeffane; 2010). Trust can be gained through 
direct honest dialogues according to Stroh and Jaatinen (2001), Morgan and Zeffane (2010), 
Garman et al. (2006), Mahajan et al. (2012) and Mazzei (2010). Both respondents agreed that 
trust is very important to have, from both employees and management to facilitate their work. 
Similar to what is stated by Sheldon (1997), Eisenstat et al. (2008) and Morgan and Zeffane 
(2010), the respondents believe that face-to-face honest dialogues and experience in their 
employees work gives trust.  

 



27 
 

5.1.3 Growth 
Henry (2011) and Andersson (2003) mentioned that a strategy must be communicated throughout 
the organization and implemented correctly, thus needing management to be committed to the 
strategy. Adam’s answer was similar to what Henry (2011) and Andersson (2003) mentioned by 
committed management, as Adam stated that he was influencing other departments in their work 
towards the strategy. Hence, the municipality’s management has been visiting and 
communicating with private organizations to know how they can provide better services. 
Accordingly, as Adam stated: “What I do now must contribute to our vision of becoming 25 000 
citizens by 2025, and if I’m not doing this, then I’m doing something wrong” (personal 
communication, March 3rd 2015). Alice, on the other hand, argued that it is better to have 
population growth in this part of Sweden, and this is not similar at all to what Henry (2011) and 
Andersson (2003) said about committed management. 
 
If an organization’s goal is to grow, the organization needs to be more competitive compared 
with its competitors (Casadesus-Masanell & Ricart 2010; Porter, 1996, 1980). To be more 
competitive, it is needed to offer better goods and services than their competitors (Armstrong & 
Green, 2007; Jackson, 2007; Ritz, 2008). Alpha municipality does, as previously mentioned, 
meet with private organizations to know how they can provide better services, this has also 
resulted in businesses expanding and new businesses establishing. This has resulted in that Alpha 
municipality has been ranked in the top of “Sweden's most successful business municipalit ies” 
by the Confederation of Swedish Enterprise. Accordingly this is comparable to what was 
mentioned by Armstrong and Green (2007) and Jackson (2007) and Ritz (2008), on how to be 
more competitive. Granberg (2008) declared that the source of competition, in the case of 
municipalities, might derive from its properties and where the properties are located. Alpha 
municipality stated that the beach area is a way to attract new citizens and tourists. Hence, the 
properties along the beach and their largest city are their main ways to attract new citizens. Adam 
mentioned is as “Owning property at the right location is important for a municipality and it can 
be used to control what you want with that area” (personal communication, March 3rd 2015). 
This is similar to what Granberg (2008) said about properties and how they can be used to be 
competitive. 
 
Martos-Partal (2012) and Jackson (2007) mentioned that an organization should design a strategy 
from their specific market condition. This is incomparable to how Alpha municipality has done 
it since they only have a few properties at attractive locations. Pugh and Bourgeois III (2011) 
proposes that competitive advantage is achieved by formulating a strategy that is focusing and 
ranging across multiple time periods, and Porter (1996, 1980) implies that an organization should 
design a strategy that is different from its rivals. What Pugh and Bourgeois III (2011) and Porter 
stated in is not parallel to Alpha municipality since, their source of competition derives from 
attracting new citizens and tourists via properties at the beach.   
 
A growth strategy requires different resources, and Chen et al. (2009) and Agnihotri (2014) 
argued that an organization should develop and utilize its own resources and capabilities, and 
according to Barney (1991, 2001), the origin of competitive advantage comes from the 
organization's resources. Alpha municipality has, more or less, been developing their human 
resource (employees, including the respondents) and organizational resource (the planning 
department), but not the physical resources. The human resources have been developed through 
cooperating with other municipalities as well as through courses, which has been proven to be 
helpful for the municipality since it enables employees to create attractive areas that the society 
demands. The organizational resources have been created with the aim to have a long term 
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planning and to make all departments work towards the vision. It is also recommended by 
Andersson (2003) to upgrade the know-how in current employees and added that organizat ions 
should attract new competent employees. Alpha municipality has upgraded the employees’ 
know-how as Andersson (2003) suggested. But, not parallel is how they attract new employees, 
since it has become a question of money to keep a potential resource or not.  
 
Ortiz-de-Urbina-Criado et al. (2014) and Teece et al. (1997) stated that management is likely to 
choose the growth strategy that best fits the organization’s resources and capabilities. Equiva lent 
to what Alpha municipality has done. Since they have formulated their strategy from both 
existing and potential resources, as mentioned by Adam, potential resources is a way of reaching 
something new. This is therefore not comparable to what Chen et al. (2009) Agnihotri (2014) 
mentioned, which was to develop and utilize its own resources and capabilities. 

5.2 Beta Municipality  
 

 
Similarities Differences 
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 • Vision-Future oriented. 
• SWOT-Weakness. 
• SWOT-Opportunity. 
• SWOT-Threat. 

• Vision-Incorporated in strategy. 
• Vision-Influenced into employee's 

goals and values. 
• Strategy-About an organization. 
• SWOT- Strength. 
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t • Communication-Directly 

throughout the organization. 
• Trust-Honest dialogues. 

• Implement-Engaged management 
• Communication-Within 

management. 

G
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 • Competitive-goods and 
services.  

• Resources-Upgrading. 

• Commitment-Managers. 
• Strategy-Specific market condition. 
• Strategy-Best fit. 

Table 5: Short analysis of Beta Municipality 

5.2.1 Strategy 
As mentioned by Cady et al. (2011) and Henry (2011) a vision is often used to describe what an 
organization want to achieve in the future, and why it exists. Beta municipality indicated a future 
orientation with their vision as they believed that if families with children choses to live in Beta 
municipality, it would automatically be positive for them in the long run. However, is it not 
directly stated why they want to do this, i.e. why they exist, and Bruce believed that the vision 
might be a compromise of different political perspectives. To quote Bruce: “The obvious choice 
for families with children is very eliminating, if you’re not a family with children, are you not 
welcome then?” (personal communication, February 26th 2015). Accordingly, their vision is 
somewhat alike to what Cady et al. (2011) and Henry (2011) mentioned. 
 
Cady et al. (2011) and Henry (2011) also found that the vision should be incorporated in the 
strategy that an organization has formulated. Accordingly, the vision can help to guideline and 
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motivate the employees in their daily work towards the organization’s goal (ibid.). The 
respondents did more or less believe that the vision should be reflected in the strategy, and that 
it should have been divided and prioritized into smaller goals. However, since Beta 
municipality's vision and resources sometimes counteracts each other, this is not similar to what 
Cady et al. (2011) and Henry (2011) mentioned. Accordingly, Henry (2011) said that the vision 
should be influenced into the employee's goals and values, which is not the case of Beta 
municipality since they are reconstructing the organization’s structure and revising their goals. 
Henry (2011) further stated that a strategy is about how an organization intends to achieve its 
goals using its resources and capabilities. Accordingly, one of the respondents have an idea on 
how to achieve the vision, hence this is not similar to what Henry (2011) mentioned, since 
strategy is about how an organization intends to achieve its goals, not an individual within an 
organization. 
 
Internal strengths and weaknesses are factors (i.e. resources and capabilities) the organiza t ion 
itself can control (Porter, 1980, 1996; Helms & Nixon, 2010; Koo et al., 2011). Beta municipa lity 
mentioned their strengths as brand image, the living environment, the closeness to the sea, and 
Beatrice’s new job. Accordingly, the closeness to the sea is not what might be regarded as a 
strength since it is nothing the organization itself can control. However, to know what a strength 
and weakness is, it is suggested that the internal factors should be evaluated on how they are 
performing (Helms & Nixon, 2010; Koo et al., 2011). The respondents believed that Beta 
municipality’s brand image is a strength, since it results in a population growth during the 
summer. But the brand image also results in very high property prices compared to surrounding 
municipalities. With Beta municipality’s vision in mind this strength is more like a weakness. 
Accordingly, this is different to what Helms and Nixon (2010) and Koo et al. (2011) meant by a 
strength and how it is performing. On the other hand, the municipality regards their few rental 
apartments as a weakness, which with regard to their vision is a weakness. Hence, this is alike to 
what Helms and Nixon (2010) and Koo et al. (2011) stated by evaluating how factors are 
performing.  
 
External factors that might give an organization advantage is known as an opportunity, but 
factors that can harm the organization is known as a threat (Helms & Nixon, 2010; Koo et al., 
2011). Accordingly, organizations need to evaluate the external factors with their internal factors 
in order to know how they might affect the organization (ibid.). Bruce regarded the new train 
station as an opportunity. More specifically the opportunity aims to exploit the surrounding areas 
to construct new livable housing and commercial areas, thus contributing to the municipality’s 
population growth. Since this gives Beta municipality an advantage, this would be equivalent to 
what Helms and Nixon (2010) and Koo et al. (2011) stated as an opportunity. Beatrice mentioned 
that a threat can be that the sea is eating up some of Beta municipality’s land. As there is a scarce 
amount of property in Beta municipality, this can harm the municipality which is comparable to 
what Helms and Nixon (2010) and Koo et al. (2011) mentioned as a threat. Beatrice also 
mentioned that the environmental threat could be used to create awareness and to be more active 
in environmental questions and simultaneously increase their brand image. This is parallel to 
what Morris (2005) mentioned, that an opportunity is mainly a positive way to solve a problem, 
not the problem itself.  Morris (2005) also mentioned that if an organization does not act upon 
an opportunity, the opportunity might get implemented by a competitor thus becoming a threat. 
This is similar to what is happening with the new train station, as both Beta and Alpha 
municipality has access to the new train station, and Alpha has already started constructing 
houses in that area. 
 
It is stated that the SWOT-analysis is based upon how management perceives the organization’s 
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strengths, weaknesses, opportunities and threats, thus what management perceives might be 
incorrect (Helms & Nixon, 2010; Koo et al., 2011). This is like Beta municipality, since their 
vision and the SWOT-analysis counteracts each other.  

5.2.2 Management 
To implement a strategy in an organization requires engaged management in order for an 
organization to be progress according to Buckingham (2005), Miller et al. (2008) and Baum and 
Wally (2003). This is not similar to Beta municipality since it is revising its goals. Accordingly, 
Bruce stated that it is difficult to implement a strategy and to reach their vision when the goals 
are unclear and mentioned that: “If there are unclear goals, it becomes unclear for the whole 
organization as well” (personal communication, February 26th 2015). This is equivalent to what 
Elias (2009) mentioned, that it is not easy to implement a strategy. Beatrice agreed by saying 
that goals are important to have, so employees have something to work towards as well as to 
keep the organization as one team.  
 
Miller et al. (2008), Kotter and Schlesinger (2008), Raupp and Hoffjann (2012) and Mazzei 
(2010) stated that communication within management is necessary in order to share knowledge, 
skills and to share the same view of the strategy to their employees. This is not comparable to 
Beta municipality, since it is important to have a clear political direction to achieve the vision, 
but this is lacking in Beta municipality. Bruce has an idea on how to achieve the vision, but the 
municipality does not. Also indicated by Beatrice, that departments must start to work together 
as one organization instead of dividing projects into “mine” and “yours”. 
 
Miller et al. (2008) and Nielson et al. (2008) stated that the resistance from employees would be 
smoother if the communication is fruitful. Accordingly, with information communicated directly 
throughout the organization it should result in that employees realize the effect of their day-to-
day actions and decisions (Nielson et al., 2008). Similar to what is mentioned, Bruce said that if 
their operations are running smooth, then the message has been understood, and if not employees 
can come in and ask things, since his door is always open. Accordingly, he believed that it was 
easy to make himself understood. As operations are running smooth, this is comparable to that 
is stated by Nielson et al. (2008) concerning day-to-day actions and decisions  
 
Management ought to earn trust from employees to create a well performing organization, and 
to minimize resistance from when a strategy is being implemented as Stroh and Jaatinen (2001), 
Sheldon (1997), Eisenstat et al. (2008) and Morgan and Zeffane (2010) mentioned. Trust can be 
gained through direct honest dialogues according to Stroh and Jaatinen (2001), Morgan and 
Zeffane (2010), Garman et al. (2006), Mahajan et al. (2012) and Mazzei (2010). Both 
respondents agreed on that trust was crucial for their role as a manager and that face-to-face 
meetings were of importance when creating trust. Bruce stated that trust is created by being 
honest, available and updated of what is going on in the department which goes in line with what 
Stroh and Jaatinen (2001), Morgan and Zeffane (2010), Garman et al. (2006) and Mahajan et 
al.  (2012) stated are vital in order to gain trust from employees. Trust is also gained through 
employees’ involvement in some of the strategy implementation decisions (Stroh & Jaatinen, 
2001; Morgan & Zeffane, 2010; Garman et al., 2006; Mahajan et al., 2012). Bruce found that it 
is important for employees to be involved in discussions and decisions to create trust. Beatrice, 
on the other hand, mainly seeks employee input when she cannot find a smooth solution by 
herself of a problem. Likewise, the respondents do involve the employees in decisions, as 
mentioned by Stroh and Jaatinen (2001), Morgan and Zeffane (2010), Garman et al. (2006) and 
Mahajan et al. (2012), however it is not in the strategy implementation decisions. As cited from 
Bruce “The most important is to always support your employees in their decisions and that you 
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do not go behind their back concerning their decisions” (personal communication, February 26th 
2015). This is alike what Garman et al. (2006) and Morgan and Zeffane (2010) mentioned about 
how trust easily can be decreased and that management should be aware it.    

5.2.3 Growth 
Henry (2011) and Andersson (2003) mentioned that a strategy must be communicated throughout 
the organization and implemented correctly, thus needing management to be committed to the 
strategy. Accordingly, Beta municipality is not in line with what Henry (2011) and Andersson 
(2003) stated. Since it was argued that management should be committed to the strategy in order 
to convince their employees to follow the strategy, but Beta municipality have no strategy. 
 
If an organization’s goal is to grow, the organization needs to be more competitive compared 
with its competitors (Casadesus-Masanell & Ricart 2010; Porter, 1996, 1980). To be more 
competitive, it is needed to offer better goods and services than its competitors (Armstrong & 
Green, 2007; Jackson, 2007; Ritz, 2008). This is similar to what Beta municipality has done, 
since potential resources have been used to develop the area around the new train station. 
Accordingly, Beta municipality have used consultants to make the new train station area more 
accessible for the surrounding properties. This is parallel to that Granberg (2008) stated, about 
redeveloping properties. Granberg (2008) also stated that a municipality can be competitive with 
help of their properties, which Bruce said that Beta municipality have (i.e. brand image and 
location). 
 
Martos-Partal (2012) and Jackson (2007) mentioned that an organization should design a strategy 
from their specific market condition, which is not similar to what municipality has done, since 
their goals are unclear and their vision and resources counteracts each other. Pugh and Bourgeois 
III (2011) proposes that competitive advantage is achieved by formulating a strategy that is 
focusing and ranging across multiple time periods, and Porter (1996, 1980) implies that an 
organization should design a strategy that is different from its rivals. What Pugh and Bourgeois 
III (2011) and Porter (1996, 1980) stated is not to be recognized in Beta municipality. 
 
A growth strategy requires different resources, and Chen et al. (2009) and Agnihotri (2014) 
argued that an organization should develop and utilize its own resources and capabilities, and 
according to Barney (1991, 2001), the origin of competitive advantage comes from the 
organization's resources. It is stated that both potential and existing resources are needed to 
achieve the vision. Accordingly not comparable to what Chen et al. (2009) and Agnihotri (2014) 
mentioned, since they argue that an organization should develop and utilize its own resources 
and capabilities. However, Beta municipality does as Barney (1991, 2001) and Andersson (2003) 
mentioned by developing and upgrading the know-how in their employees (human resources). 
As Beatrice mentioned: “You never know what will happen in the future, and how to deal with 
it” (personal communication, February 26th 2015). The municipality is developing its existing 
resources, i.e. on how new laws and regulations might change their work towards the vision. 
Also as Bruce added that they do develop their existing resources each year in terms of 
educations as well as they meet with other municipalities. However, not equivalent is what 
Barney (1991, 2001) stated as organizational resources and physical resources. Also what 
Andersson (2003) said about attracting new employees is not similar to Beta municipality.   
 
Ortiz-de-Urbina-Criado et al. (2014) and Teece et al. (1997) stated that management is likely to 
choose a growth strategy that best fits the organization’s resources and capabilities. Beta 
municipality does not go in line with this, as their vision and resources counteracts each other. 
Therefore, Beta municipality is not recognized as, what Chen et al. (2009) and Agnihotri (2014) 



32 
 

mentioned, about a growth strategy requires different resources. 

5.3 The Growth Matrix and the municipalities  

5.3.1 Alpha municipality 
Do the vision and the strategy act together?  

Yes, Alpha municipality’s vision and strategy work together, since the strategy is formulated 
from the vision. Also as the vision guideline and motivates the employees to follow the strategy. 
This is similar to what is mentioned by Cady et al., (2011), Henry, (2011). 
 

Is the SWOT-analysis representative in the strategy? 
Yes, the SWOT-analysis is representative in the strategy, since their resources, strategy and 
vision do not counteract each other’s. This is somewhat comparable to what Helms and Nixon 
(2010) and Koo et al. (2011) mentioned by evaluating resources.  

 
Is the resources future oriented? 

Yes, Alpha municipality’s resources are future oriented. As they do develop their human 
resources and has recently developed the organizational resources e.g. the planning department. 
It is has been helpful for the municipality to upgrade the employees’ know-how since it has 
enable their employees to create attractive areas that the society demand. Equivalent to what 
Andersson (2003), Ortiz-de-Urbina-Criado et al. (2014) and Teece et al. (1997) suggested.  
 

Is the strategy implementation possible? 
Yes, the implementation of the strategy is possible in Alpha municipality, since they have 
engaged management and have clearly stated goals to work along. Alike what Buckingham 
(2005), Miller et al. (2008) and Baum and Wally (2003) stated. 
 

Is management communicating with each other? 
Yes, the management in Alpha municipality does communicate with each other, which is 
understood as they have a clear view of the strategy. This is in line with what is mentioned by 
Miller et al. (2008), Kotter and Schlesinger (2008), Raupp and Hoffjann (2012) and Nielson et 
al. (2008) about how to avoid misinterpretation.  
 

Is management committed to the strategy? 
Yes, management is committed to the strategy in Alpha municipality. The municipality’s 
management does communicate the strategy to employees, citizens as well as to private 
organizations. This is similar to what Henry (2011) and Andersson (2003) mentioned by 
committed management 
 
Alpha municipality has fulfilled three of the questions from strategy and three of the questions 
from management. Accordingly, they are placed in the lower right box i.e. more growth. (See 
Figure 4). Since 2011 to 2015, Alpha municipality has increased its population by 330 citizens, 
hence placing Alpha municipality in more growth is not incorrect.    

5.3.2 Beta municipality 
Do the vision and the strategy act together?   

No, Beta municipality’s vision and strategy do not work together, since Beta municipality has no 
strategy, and its resources and vision counteracts each other. Unalike what is mentioned by Cady 
et al., (2011), Henry, (2011). 
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Is the SWOT-representative in the strategy? 
No, the SWOT-analysis is not representative in the strategy, since Beta municipality has no 
strategy, and its resources and vision counteracts each other. Accordingly not similar to what 
Helms and Nixon (2010) and Koo et al. (2011) mentioned by evaluating resources.   
 

Is the resources future oriented? 
Yes, Beta municipality’s resources are future oriented. Since the municipality does develop its 
human resources, this is done by education on new laws and regulations and meetings with other 
municipalities. Thus equivalent to what Andersson (2003), Ortiz-de-Urbina-Criado et al. (2014) 
and Teece et al. (1997) suggested.  

 
Is the strategy implementation possible? 

No, since Beta municipality has no strategy and their goals are being revised, the strategy 
implementation is not possible. Also, as stated by Bruce, it is difficult to implement a strategy 
and to reach their vision when the goals are unclear.  Not similar what Buckingham (2005), 
Miller et al. (2008) and Baum and Wally (2003) stated. 

 
Is management communicating with each other? 

No, Management in Beta municipality do not communicate with each other. Since Beatrice 
indicated that departments must start to work together as one organization instead of dividing 
projects into “mine” and “yours”. This is not in line with what is mentioned by Miller et al. (2008), 
Kotter and Schlesinger (2008), Raupp and Hoffjann (2012) and Nielson et al. (2008). 
  

Is management committed to the strategy?   
No, since Beta municipality has no strategy and their goals are being revised, management are not 
committed to the strategy. However, Bruce is a committed manager to his own department. This 
is not similar to what Henry (2011) and Andersson (2003) mentioned by committed management. 
 
Beta municipality has fulfilled one of the questions from strategy and zero of the questions from 
management. Accordingly, they are placed in the upper left box i.e. less growth. (See Figure 4). 
Since 2011 to 2015, Beta municipality’s population has decreased by 30 citizens, hence placing 
Beta municipality in less growth in not incorrect.  
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Figure 2: Growth matrix with municipalities applied 

5.4 Summary of analysis 
There are differences between Alpha and Beta municipality with regards to their management and 
strategy in order to increase their population growth. Alpha municipality’s management has a 
clear view of the vision and the goals that has been set by the politicians. Accordingly this has 
enabled management to formulate a strategy and work towards their goals. Beta municipality on 
the other hand, has no clear goals from the politicians, which Bruce stated is negative for the 
whole organization. Accordingly, management in Beta municipality struggles with how they can 
formulate and implement a strategy. Thus, management in Alpha municipality has a strategy, 
which Beta municipality’s management does not have. It is also added that the municipalities view 
their strengths, weaknesses, opportunities and threats differently. Since Alpha municipality has a 
vision to work towards, they are able to evaluate what resources that will be needed in regards to 
formulate their strategy. Beta municipality’s management partly knows their resources, but since 
their goals are being revised, it is hard for them to know exactly how they should use them to 
formulate a strategy.  
 
Both municipalities are recognized to have engaged management, as viewed from different 
perspectives. Alpha municipality’s management is engaged in their work with the strategy, and it 
is understood that the management tries to engage their employees to reach their goal. 
Management in Beta municipality struggles to engage in the strategy since their goals are being 
revised; therefore they are recognized as less engaged in the strategy. However, management in 
Beta municipality are engaged in their respectively departments. Communication and trust are 
vital for both municipalities management to have. Alpha municipality’s management involves 
their employees in discussions and prefers to communicate with them face-to-face. Accordingly, 
the management has a clear view of the strategy that they are communicating to their employees. 
Beta municipality’s management does involve their employees in discussions as well, but 
management does not communicate the strategy with each other, since goals are being revised.  
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6. Conclusion 
The following chapter will present the findings and give an answer to the research question. 
Implications, limitations and future research are also found 

 
The research question in this study is: How does management in a municipality formulate and 
implement strategies to increase population growth? 
 
To increase population growth, strategy and management are both essential. We found that the 
two municipalities work in different ways. Accordingly, it is believed that these different ways 
are due to different political interests. Therefore, it is indicated that it is important with a clear 
political direction, as the politicians set the vision and the goals. Then it is up for management in 
a municipality to formulate and implement a strategy to achieve the goals and vision. Accordingly, 
the political view is more or less determining how engaged management can be in achieving the 
goals and vision.  
 
The formulated strategy is based on how management perceive the organization's resources i.e. 
strength and weaknesses. Therefore, by not doing a thorough SWOT-analysis, management may 
formulate a strategy with resources which are not correct for the strategy. The location of the 
municipalities is important in the formulation, were aspects as brand image and natural resources 
are important. These aspects reflect in that properties are more or less used to attract new citizens 
and thus increase the population growth. External opportunities are also taken into consideration 
by management while formulating the strategy. In this case, the opportunities are seen in how the 
infrastructure can make properties more accessible. To achieve something new, potential 
resources are used in the strategy formulation, and existing resources are being developed to cope 
with the changing environment. Consequently, management formulates the strategy from both 
existing and potential resources. Resources are mainly regarded as competences.   
 
The implementation of the strategy is depending on clear goals, which as previously mentio ned 
are set by the politicians. If the goals are unclear, it results in that management are less engaged 
in the work towards the strategy and more engaged in their department’s work. If the goals are 
clear, it results in that management are more engaged in the work towards the strategy and tries 
to influence other departments to commit to the strategy. However, similar in both cases is that 
communication and trust between employees and management are crucial parts, both in 
implementing the strategy and in the daily work. Honest face-to-face dialogues are the preferred 
way to communicate, which also is believed to build trust between employees and management.  

6.1 Implications and limitations 

6.1.1 Theoretical contribution 
As mentioned by some authors, management needs to be engaged and committed to the 
organization and the strategy in order to increase the possibility of a successful strategy (e.g. 
Buckingham, 2005; Miller et al., 2008; Henry, 2011; Andersson, 2003). Accordingly in this study 
we have developed a model that regards this. As the model (the Growth Matrix) is created from 
our framework and takes aspects such as management, strategy and growth into consideration. 
Hence, the Growth Matrix and the questions it comes with, aims to evaluate if an organization has 
done a proper task in formulating and implementing a growth strategy. If this is done correctly an 
organization can achieve more growth. However, we believe that the Growth Matrix needs to be 
tested more in order to know if the model is reliable. 
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6.1.2 Empirical contribution 
In this study, it has been found that all of the respondents more or less meant that politica l 
decisions influence their work. Therefore, clear political goals and vision is of importance for 
municipalities and its management. Accordingly, our empirical contribution is that it is essential 
to have clearly stated goals and vision from the politicians. Without clearly stated goals and vision, 
management in a municipality will be more engaged in their own department and less engaged in 
the organization.  
 
Concerning the vision, this study is based on a business administration perspective and we found 
that it has been difficult to connect the municipalities’ vision to what a vision should be like as 
Cady et al. (2011) and Henry (2011) pointed out. Accordingly, Cady et al. (2011) and Henry 
(2011) said that a vision should describe why an organization exist. There was no direct 
connection found to what Cady et al. (2011) and Henry (2011) said, from our respondents. But, 
as stated by Finansdepartementet (2008), municipalities exist to serve their citizens and to increase 
welfare. Thus, the empirical contribution is that municipalities have visions that guideline them 
and does tell why they exist, but this is regulated by the government.  

6.1.3 Practical contribution 
The practical contributions for this study vary between the municipalities as seen through the 
Growth Matrix. It is found that the two municipalities are different from each other concerning 
their vision, political decisions, and management. Beta municipality needs to set up a clear vision 
with relevant goals so management can formulate an advantageous strategy for their municipality. 
Accordingly, we also found that Beta municipality should increase the communication in all 
directions in the organization to implement the strategy so everyone is aware, and understands, 
what they are heading towards. Consequently, Beta municipality needs clear goals and vision from 
the politicians. For Alpha municipality, we believe that the communication in general can be 
improved. For example, employee closeness is both regarded as a strength and a weakness, which 
depends on the answering respondent. Accordingly, this needs to be communicated and discussed 
if the employee closeness really is a strength or a weakness. Communication between politic ians 
and the municipality’s management can be improved as well; this is due to that employees did not 
clearly understand the reorganization from the beginning.  

6.1.4 Limitations 
To find the specific phenomenon in the unique context, we studied two municipalities and 
received our empirical data from four respondents. Mainly focusing on two municipalities has 
limited the ability to generalize our results for all municipalities in Sweden. However, it is not 
impossible that similar results can be found in other municipalities as well. Municipalities will 
differ from each other due different political interests and that people in different regions have 
various interests. A good example of that is Beta Municipality, which is the only municipality in 
Sweden that holds a reelection to decide which political party that will rule the municipality. This 
has affected how management in Beta municipality works with their vision. Hence, it has affected 
this study. Accordingly, Beta municipality’s situation is unique and cannot be generalized. 

6.2 Future research 
We have studied how municipality’s management formulate and implement a strategy that will 
increase their population growth. During this time, it has been interesting to understand how 
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management in municipalities works towards a vision, but we have also found other interest ing 
areas to make further research on, which are presented below.  
 
The developed model has in this study been used to analyze public organizations, and since 
municipalities have been prone to follow the ideas of new public management (i.e. becoming more 
business-like), we found that it would be interesting how this model would work on private 
organizations. Accordingly, a suggestion for future research is how this model functions while 
analyzing private organizations.   
 
In this study it was found that a municipality mentioned their strength as something that 
counteracts with their vision. Accordingly, it is suggested to conduct a large-scale study that 
explores how many municipalities that have done a thorough SWOT-analysis with regards to the 
vision and/or goal of the municipality. Then make a correlation between this and the population 
growth of the municipality. 
 
Noted from the Growth Matrix with the municipalities applied is that Beta municipality is put in 
the box named “less growth”, much due to that their goals are being revised by the politicians. 
Accordingly, we find that it would be interesting to conduct a follow-up study after Beta 
municipality’s reelection to see if they might be placed in another box in the Growth Matrix.  
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8. Appendix 
8.1 Interview Guide 
The aim of this interview is to understand how the municipality formulate and implement its 
strategy towards population growth in the organization. Accordingly our research question is: 
How does management in municipalities use and implement strategies to influence population 
growth? Thus, we are interested in how you as a manager perceive the goal and how you work 
with it to influence population growth. The information will be used to understand how 
management and strategies can be contributors to each other to achieve the municipality’s goal 
as well as to explore the unique context that the municipality you are working in has, compared 
to another municipality. 
 
Opening questions 
Do we have your permission to record the interview? 
Would you like to be anonymous in this study? If yes, would you still want to participate? 
 
General information about the municipality 
1: What is the municipality’s vision? 
2: Why does the municipality want to achieve its goal? 
3: Do all departments in the municipality have goals that contribute to the vision? 
4: How would you explain the organization’s strategy? 
 
Main questions 
5: Which are the municipality’s resources and capabilities that contribute to the strategy?  
6: How would you describe the municipality’s internal strengths respective weaknesses? 
7: How would you describe the municipality’s external opportunities respectively threats to 
achieve the goal? 
8: What resources does the municipality need to achieve the goal?  
9: How do you implement the strategy? 
10: How is the response from employees while implementing a strategy?  
11: How have employees’ reacted to different decisions? 
12: How do you inform your employees of decisions? 
13: In which way does your manager communicate with you?  
14: Describe how you communicate with your employees? 
15: Explain when you have misunderstood your manager? 
16: Do you have any special method to communicate effectively? 
17: How do you get confirmation from your employees that they have understood the message 
in the way you meant it? 
18: How do you create trust between you and your employees? 
19: How do you involve your employees in discussions concerning strategy implementation? 
20: How would you describe that trust affect your role as a manager? 
21: How motivated are your employees to follow the strategy? 
22: What is it that makes this municipality that attractive so that you can achieve the goal? 
23: How do you plan for the future? 
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24: When you develop the strategy, how do you view the use of existing and/or potential 
resources? 
25: What resources do you have that contribute to the strategy? 26: How do you develop your 
resources? 
27: How do you attract new employees? 

8.2 Operationalization 
 

Author(s) in the 
text 

Theory Concept Questions 

Cady et al. 
(2011) 
Henry (2011) 

An organization’s vision is 
often used to describe what 
an organization want to 
achieve in the future, and 
why it exists. 

Strategy: 
Analyzing  and 
formulating 

Q1: What is the 
municipality’s vision? 

Cady et al. 
(2011) 
Andersson 
(2003) Henry 
(2011) 

The vision can help to 
guideline  and motivate  the 
employees in their daily 
work towards the 
organization’s  goal, which 
derives from why an 
organization  exists 

Strategy: 
Analyzing  and 
formulating 

Q2: Why does the 
municipality want to 
achieve its goal? 
Q3: Do all departments 
in the municipality 
have goals that 
contribute to the 
vision? 

Henry (2011) A strategy is how an 
organization  uses its internal 
resources and capabilities  to 
cope with the external 
environment 

Strategy: 
Analyzing  and 
formulating 

Q4: How would you 
explain the 
organization's strategy? 

Pugh & 
Bourgeois  III 
(2011) 
Mascarenhas 
(2013) Henry 
(2011) 

Organizations  should 
formulate  their strategy from 
their current resources and 
capabilities 

Strategy: 
Analyzing  and 
formulating 

Q5: Which are the 
municipality’s 
resources and 
capabilities that 
contribute to the 
strategy? 

    Helms & Nixon 
(2010) 
Ko et al. (2011) 

In order to know what a 
strength and weakness is, it 
is suggested that the internal 
factors should be evaluated 
on how they are performing 

Strategy: 
SWOT-analysis 

Q6: How would you 
describe the 
municipality’s internal 
strengths respective 
weaknesses? 
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Porter (1980, 
1996) Helms & 
Nixon (2010) 
Koo et al. 
(2011) 

External opportunities  and 
threats are factors referring 
to political,  economic,  
social and technological 
factors that are influencing  
and changing  the 
organization’s external 
environment,  thus it is 
influencing all organizations  
in a particular industry 

Strategy: 
SWOT-analysis 

Q7: How would you 
describe the 
Municipality’s external 
opportunities 
respectively threats to 
achieve the goal? 

Porter (1980, 
1996) 

Internal strengths  and 
weaknesses are factors (i.e. 
resources and capabilities) 
the organization itself can 
control 

Strategy: 
SWOT-analysis 

Q8: What resources 
does the municipality 
need to achieve the 
goal? 

Miller et al. 
(2008) Kotter & 
Schlesinger 
(2008) 

Management might 
encounter resistance from 
employees while 
implementing the strategy. 

Management: 
Implementation 

Q9: How do you 
implement the strategy? 

Buckingham 
(2005) Miller et 
al. (2008) Stroh 
& Jaatinen 
(2001) 

Implementation  can also fail 
due to that 
management  themselves  do 
not have enough 
knowledge and skill in the 
strategy that they are 
implementing 

Management: 
Implementation 

Q10: How is the 
response from 
employees while 
implementing a 
strategy? 
Q11: How have 
employees’ reacted to 
different decisions? 

Neilson et al. 
(2008) 
Miller et al. 
(2008) Stroh & 
Jaatinen (2001) 

How a decision is being 
communicated has great 
impact on an organization’s 
progress. 

Management: 
Communication 

Q12: How do you 
inform your employees 
of decisions? 

Neilson et al. 
(2008) 
 

It is important that 
information is directly 
communicated in all 
directions of an organization. 

Management: 
Communication 

Q13: In which way 
does your manager 
communicate with you? 
Q14: Describe how you 
communicate with your 
employees? 
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Miller et al. 
(2008) Kotter & 
Schlesinger 
(2008) Raupp 
and Hoffjann 
(2012) 

It is essential that 
management also have a 
clear view of the strategy to 
avoid misinterpretation of it, 
so that the same 
interpretation of the strategy 
is communicated to the 
employees. 

Management: 
Communicat ion 

Q15: Explain when you 
have misunderstood 
your manager? 

Neilson et al. 
(2008) 

With information 
communicated directly 
throughout the organization, 
it should result in that the 
employees realize the effect 
of their day-to-day actions 
and decisions. 

Management: 
Communicat ion 

Q16: Do you have any 
special method to 
communicate 
effectively? 
Q17: How do you get 
confirmation from your 
employees that they 
have understood the 
message in the way you 
meant it? 

Stroh & Jaatinen 
(2001) 
Sheldon (1997) 
Eisenstat et al. 
(2008) 
Morgan & 
Zeffane (2010) 

Management  ought to earn 
trust from employees to 
create a well performing 
organization,  and to 
minimize  resistance  from 
when a strategy is being 
implemented 

Management: 
Trust 

Q18: How do you 
create trust between 
you and your 
employees? 

Stroh & Jaatinen 
(2001) Morgan 
& Zeffane 
(2010) Garman 
et al. (2006) 
Mahajan 
et al.,(2012) 

Trust is gained through that 
management holds direct 
honest dialogues with 
employees and involves them 
in some of the strategy 
implementation decisions. 

Management: 
Trust 

Q19: How do you 
involve your employees 
in discussions 
concerning strategy 
implementation? 

Miller et al. 
(2008) Kotter & 
Schlesinger, 
(2008) 
Raupp & 
Hoffjann (2012) 

If the communication  is 
done properly, trust between 
management  and employees 
might  be achieved, resulting 
in a smoother strategy 
implementation,  thus 
creating a well performing 
organization 

Management: 
Trust 

Q20: How would you 
describe that trust 
affects your role as a 
manager? 
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Henry (2011) Management  will eventually 
be accountable  for the 
strategy’s result, their role 
should be to convince 
employees to follow  the 
strategy 

Growth: 
Management 

Q21: How motivated are 
your employees to 
follow the strategy? 

Granberg (2008) Municipalities,  for example, 
can be competitive,  where 
the source of competition 
might  derive from its 
properties and where the 
properties are located 

Growth: 
Growth strategy 

Q22: What is it that 
makes this municipality 
that attractive so that 
you can achieve the 
goal? 

Pugh & 
Bourgeois  III 
(2011) 

Competitive  advantage is 
achieved  by formulating  a 
strategy that is focusing and 
ranging across multiple  time 
periods 

Growth: 
Growth strategy 

Q23: How do you plan 
for the future? 
Q24: When you 
develop the strategy, 
how do you view the 
use of existing and/or 
potential resources? 

Barney (1991, 
2001) 

The origin of competitive 
advantage comes from an 
organization’s resources. 

Growth: 
Resources and 
capabilities 

Q25: What resources 
do you have that 
contribute to the 
strategy? 

Barney (1991, 
2001) 
Andersson 
(2003) 

Organizations must have and 
develop resources. 
Organizations  should attract 
new competent employees 
and upgrade the know-how 
in their current employees  to 
help the organization  to 
grow 

Growth: 
Resources and 
capabilities 

Q26: How do you 
develop your 
resources? 
Q27: How do you 
attract new employees? 
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